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COLLIU ' I 
~ne exper1ences or various companies that have encouraged 
them to continue their suggestion programs, while other 
companies have abandoned them? In the hope of shedding 
some light on these questions, "The Use of Employee Sug-
gestion Systems in Massachusetts Industries" will be in• 
. 
veatigated. 
It is recognized that greater production at lower 
cost is necessary if we hope to control inflation in the 
. 
present period of half-~ar and half-peace. Any device which 
works toward · his end deserves serious consideration. 
Therefore, an'.' investigation of the results of employee 
suggestion systems seems indeed pertinent, particularly at 
this t ime. 
It is toward these ends that the accompanying 
the sis is being prepared. 
The author is moat grateful for the very kind 
assistance of the executives of the thirteen Massachusetts 
companies whose practices form the background of a major 
por t i on of this study. It would be appropriate to cite 
t hem at this ·POint • . ·However, all of them expressed the de-
sire t hat, in return for the information contributed, the ir 
companies remain anonymous. Therefore, whenever their 
pr•ctioes, opinions, or experiences are cited, t heir compan-
ies have been designat ed only by e. letter, ar bitrarily 
assigned . 
J .w .K. 
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I. Intt'oduction 
A. Definitions 
It has bean said that no one knows mora about a 
. 
job than the person performing it. While this statement is 
open to question, it cannot be denied that a f'actory~or 
office-worker has an excellent opportunity to contemplate 
the intricacies and details of' his own job, especially if' 
he is engaged in the day-after-day performance of' a high• 
ly repetitive operation· ~··; ,J boa this it can be reasoned 
that he may a~quire automaticity in the performance of' 
this job, and then his mind is free to evolve better ways 
. 
of' performing it, if' the worker so wills. It is in order 
to encourage such an inclination and to caitalize upon the 
possibilities of the process that employee suggestion 
• 
systems have been developed. 
The question then arises: "What is a suggestion 
system"? Does a suggestion program exist merely because a 
foreman encourages his men to try to improve the methods of' 
doing their jobs? In this thesis the term "employee sug-
gestion system~ shall be used to refer only to those organ• 
izad plana whereby the employer seeks to further the organ-
ization's causa by providing the employees with some to~ 
of' reward for offering suggestions that improve some phase 
• 
of the company's operations. Throughout this thesis, the 
words "plan" or "program" may be used as synonyms for the 
- - - ~ 
- . 
1. 
word "system". 
"Employer" refers, of course, to the business-
organization which manages the enterprise rather than to 
the individual boss who may have hired the worker, while the 
term "employee" may even include supervisory personnel or 
' 
staff technicians, as well as the workers who perform rout-
ine functions at the lower levels of the organization. 
A te~ which will frequently be encountered in 
appraising the effectiveness of a suggestion program is 
"participation"; this word refers to the average number 
• 
of suggestions received annually per thousand employees. 
Thus ~ if j in a shop of two hundred fifty employees, five 
hundred suggestions are received in one year, the partie~ 
. . 
ipation is said to be two thousand. This does not imply 
that each employee makes two suggestions, for some may have 
. 
actually made several while others made none. It is merely 
• 
an average figure. 
• 
B. Scope 
In view of the above definitions, it would ap• 
pear that a broad latitude may exist both as to types or 
suggestion·: solicited and as to t he persons who may submit 
• 
them. Not only is this the casa, but there is quite a 
wide variation among the rules used by different.companies 
as regards these two points and also many others. The 
lines of reasoning involved alsoaisplay a diversity. 
2. 
Because of the conditions noted~ it is felt that 
information should be provided to assure an adequate under• 
standing of employee suggestion systems: reasons for adopt~ 
sue a pT o~ -r E~ .. :m 
ing them~ points to be considered when planning~ a~ the 
actual procedure for administering the plan adopted. This 
material has been gathered from published works on the sub-
ject as well as from an original survey of industries in 
• 
this state. 
With this background 1 the balance of the work 
shall then be focused on such points as the following: 
. . 
1. The trend in the use of suggestion programs. 2. Class-
ification of the experience of the companies consulted~ in 
order to determine what causes the variations in worker 
participation. 3. Results, such as increased production1 
improved work force, increased plant safety, and any others 
. 
that may be observed. 
Up to this point no limit has been imposed on the 
scope of this work 1 except the geographic limit implied by 
. 
the title . However, the original research in this thesis 
will consider only manufacturing and processing industries. 
Although suggestion systema are employed also in marketing 
and service enterprises 1 it is f~~t_ that a more integrated 
• 
report will result from restricting the subject in this way. 
3 
• 
c. HistorL 
The shipbuilding company of William Denny in 
Glasgow# Scotland# is credited w~th having one of the first 
formal employee suggestion plans. This was in the early 
• 
1880's. At about the same time# in our own country# Yale 
and Towne, a hardware manufacturer in Connecticut, also e~­
* opte<i 3L\Ch a program. It is interesting to note that 
this is the same firm in which H.R. Towne introduced "gain 
sharing", a variation of pro~it s~aring intended to be more 
equitable than its prototype. Mr. Towne was also early 
. 
associated with the "scientific management" movement. 
These points are brought out at this time to stress the 
fact that progressive organizations appear to provide the 
atmosphere most conducive to the success of suggestion sys-
. 
tams. Despite the benefits to the owners which may accr.ue 
from such programs, their acceptance is by no means univers-
al, and may even vary inversely with a company's need for 
. 
them! More detailed attention will later be gigen to this 
.consideration. 
One might suspect that employee suggestion plans 
had their origin in factory safety drives, some features of 
• 
which are similar to suggestion programs. Although ideas 
for reducing hazards are eligible for awards under many aug-
• 
- - - ; . 
4 
gestion systems, there is no evidence supporting the above-
mentioned hypothesis. One authority .had reasoned that 
since safety programs were generally older, they might be 
the progenitor. An investigation satisfied him that this 
* 
was not the case. 
In the 1890's the National Cash Register Company 
led the array of large companies, such as Westinghouse 
** Electric and Dennison's, that adopted such systems. 
Herman Seinwerth, suggestion plan manager for Swift & Com-
pany and author of "Getting Results from Suggestion Systems", 
points out " ••• that all of these companies are still oper-
*** a.ting successful suggestion plansn. His list does not 
include Dennison's, whose plan was begun in 1901 and is 
still going strong. It is not indicated whether these 
programs have been continuous, or have been in, out, and 
back in again with oscillations of the business cycle and 
changes in management. 
The use of employee suggestion plans did not 
spread very rapidly from that time until the start of the 
*** second World War. However, in the opinion of the au-
thors of one text, the use of such systems reached a peak 
in 1930. This ia based on a survey of 325 firms, of which 
* 2, p.5'7 
** 2, p.56 
*** 6, p.ll 
- . ~ 
5 
fifty-four percent used some form of suggestion program 
• 
in 1930 as compared with fifty-one percent in 1940 and 39.1 
. * 
percent in 1947. However. these data are not compatible 
with the more widely held view that the high point was not 
• 
reached until the period of the second World War. In fact~ 
Seinwerth, in the foreword of his book published in 19486 
implies that their use expanded rapidly .in the five years 
-Jl.* 
preceding the publication date. It is not the province 
of this thesis to specula~e on the reli,bility of the sample 
taken in the above survey. Although it is conceivable that 
the use of suggestion systems declined between 1930 and 
1940, it is difficult to believe that their growth during 
the war would be more than offset in the two years there-
• 
after. 
That employee suggestion systems should become 
more idely used during the war seems quite understandable, 
for early in the war there were two influences that gave 
• 
impetus to their acceptance: 1. In 1942: the chairman of 
• 
the War Production Board. Mr. Donald Nelson6 stated that 
the American worker is always looking for a better way of 
doing his job, and that in order to encourage his efforts 
in this direction, "there should be a clear channel back 
to the top, through which the suggestions of every worker 
• 
6 
.* 
in the plant,,,oan quickly be brought") and urged the 
.** 
provision of machinery for this purpose. In addition 
to the chairman's airing his opinion1 the facilities of 
the board were employed to spread this philosophy of using 
• • 
the worker's mind as well as his back. 2. That same year 
saw the formation of the National Association for Suggestion 
• 
Systems. This organization held sem!~annual conferences. 
In numerous other ways it assisted in expanding the use of 
• 
the se plans and .: in ~mproving them. No longer was it nec-
essary for a company to go "on dead reckoning" when install-
• 
ing such a program. 
By 1944 the AssOciatiOn had published a small 
volume which covers very adequately the fundamentals of 
• 
suggestion systems. Since then the numbersof publications 
on the subject has increaaed 1 and boo~s on personnel manage-
ment and industrial relations are devoting more space to 
the subject 1 further indicating the increased interest in 
• 
it. By 1948 1 at least six books entirely devoted to the 
• 
subject had been published in this country. With as much 
literature as this available 1 it seems reasonable to expect 
that new installations of suggestion systems should prove 
• 
satisfactory • 
• 
* 6# p.l~ 
** 11# p.2 
... -- . .. 
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• 
II. Organization 
• 
t.. Objectives 
• 
1. Objectives Generally Quoted 
It is the opinion of one group of authors that 
some companies have lost sight of the real objectives of 
an employee suggestion system and have become more concerned 
~ about such details as the number of suggestions received 
. * 
or the percent of them that have been accepted. Those 
companies that have not permitted themselves to become thus 
distracted~ give a variety of objectives for instituting 
• 
the systems. In short, different companies have different 
• 
objectives in mind. This fact may be of general interest, 
but its chief significance is that the objective may in-
fluence the organization of the suggestion p!~n, and the 
features of the plan will vary according to the purpose 
• 
that it is intended to accomplish. Therefore, it is well 
• 
to have a clear understanding of the various objectives. 
These may be generally classified as follows: 
a: To improve process or product 
b: To promote plant safety 
c: To aid a work simplific.tion program 
d: To improve worker morale • 
e. To serve as a means•of communication. 
These will be discussed in order. ~ - - -
"' . 
* 6,p.4 
8 
• 
a. To Improve Process or Product 
The most obvious~ and probably the moat common~ 
• 
objective is tied to productive processes. With this aim~ 
management would be striving for any of several goals such 
as reducing costs, increasing output with existing facili• 
ties or with the present work force~ or even improving qual-
• 
1ty. Suggestions concerning materials and product design, 
as well as those directly related to methods, would be in• 
• 
eluded in this general class. A good example of this first 
type of objective was evidenced during Wbrld War II: The 
nation's man-power and machine-power were being utilized to 
the existing limit~ and yet the war effort required even 
• 
greater output. It was the hope of the War Production 
Board that by way of employee suggestions our productive 
• 
capacity might be increased. That this end was achieved 
in at least one instance is attested by the experience of 
• 
the General Motors Corporation. This company estimated 
t that as a result of employee$ suggestions it saved over 
. * 
350~000 man•hours during 1943 and 1944. On the basis of 
a fifty-six hour week~ fifty-two weeks a year~ this is the 
equivalent of adding sixty man to the work force for those 
• 
two yearsl 
• 
b. To Promote Plant Safety 
Somewhat related to the previous objective, but 
• 
* 14, p.585 
9 
• 
of a more limited scope, is that of improving ' plant safety. 
It seems doubtful that a company would institute a sugges-
tion system solely for the purpose of making its premises 
a safer place to work, but when used for this purpose, the 
results are two-fold: not only are hazardous conditions 
eliminated, bilt :,also employees become more safety-conscious 
• 
in the day-to-day performance of their duties. This should 
be recognized in the array of advantages accruing from a 
• 
suggestion program. Using. the plan for this purpose, how-
ever, will influence the type of award to be offered, as 
• 
will be explained in a later section of this thesis • 
• 
c. To Aid a Work Simplification Program 
It may seem difficult to distinguish between this 
objective and the first, and so the following explanation 
• 
is included. 
·One o~jection that many workers may harbor toward 
• 
incentives results from ignorance. So far as they are con-
earned, time-studied rates amd methods are just another 
"efficiency" scheme, and work simplification merely means 
• 
doing more work for the same pay. It may be possible to 
* overcome this misunderstanding by an educational program, 
but this.may be resented every ~~~a~ much as the original 
irritant. Therefore, in order to insure acceptance of the 
• 
*Empress Clock Co., (Harvard Case- Studies) 
10 
work simplification program and even get, perhaps, enthus• 
iastic participation, an employee suggestion system may be 
• 
included in the program. The workers may then feel that 
instead of being the victims of this development, they are 
• 
partners in it • 
• 
d. To Improve Worker Morale 
While in the previous situation morale was im• 
proved, it was not a major consideration, but rather a by• 
• 
product. However, employee suggestion systems may make a 
• • 
sizeable contribution to employee morale. Owen D. Young 
• 
has said, "when zest departs, labor becomes drudgery". * 
By soliciting ideas from the workers- and making awards for 
• 
these, interest ~ and,consequently, zest may be stimulated. 
In addition t o ·t;;his, all of us feel rather pleased with our-
salves for having bean helpful and, when we receive recog-
• 
nition for it, we are e specially gratified. 
One ca~tion: Unless the plan is carefully thought 
out and administered, the effect may be quite the reverse 
• 
of stimulating. For instance, if a program gets off to a 
good start, but slowly runs down because of poor management 
• 
and miserly awards, morale may even suffer as a result. 
On the other hand, one should not infer that even a very 
-= - -
well-developed suggestion program will, in itself, be suf• 
ficient to restore morale in a plant where it is obviously 
• 
* 3, p. 
11 
• 
low. In such a situation the condition is probably basic 
and indicates the need for a general overhaul in the course 
• 
of which a suggestion program might be included • 
• 
e. As a Means of Communications 
When a . suggestion system is not limited to ideas 
affecting production and plant safety# it can provide an 
additional channel of communic~tions between the work force 
• 
and management. If a worker knows t hat his opinion will be 
respected and seriously considered ,, and is equally sure that 
his suggestions cannot get him in trouble, he will not has-
• 
itate to "sound off11 • 
There are a great many little items that chafe the 
fellow at the bottom of the heap, but that, due to lack of 
contact or lack of understanding, never occur to the person 
12 
at the other extreme: r oor ~ocation of drinking fountains, 
conditions in the company cafeteria~ and the desire for extra 
relief time on the part of workers who cannot smoke at 
• 
their work place. Many ideas of this calibre are imprac-
• 
tical; others are not important enough to warrant action. 
But a suggestion system provides the worker with an oppor• 
-~ .. 
tunity to get such things "off his chest" and thereby 
indicates to the management certain areas for investigation 
• 
or improvement which might otherwise never come _ to ~ight. 
It should be noted that this is another way in ·Whic;b.: employee 
• 
• 
94 suggestion systems help improve employee morale. 
2. Those Noted in a Survey of Massachusetts Industry 
The only objective which all of the coeperating 
• 
companies cited was improvement of product and process. 
Most of the plants accept suggestions concerning plant 
safety1 although the attitude seemed to be more or less 
• 
passive. How.ever 1 one manager specifically states 1 "Plant 
safety comes under standard practices; we have a safety 
• • • • 
committee ••• no award". 
Most of the companies did not feel that employee 
morale had been an important factor in the decision to 
• 
instit'ute the suggestion plan. The same applied to its 
vlaue as a channel of communications 1 although two or the 
companie s had a definite use for the program along this 
· ern ployees ' 
line: one company utilized it as a guide in correcting the A 
attitude; the other found that routine matters that were 
getting no action had a habit of showing up in the sugges-
• . 
tion boxes. No awards ware paid for these ideas. 
Company H (see footnote 1 Table I) had its own 
unique reasons for adopting a suggestion system; these are 
• 
reported on page ll • 
Table I on page 14 shows objectives in the cases 
• 
, - .. .... 
of eleven companies in the survey. 
Company 
.l 
B 
c 
D 
E 
F 
G 
H 
J 
K 
L 
- - -
Table I 
Objective$of Employee Suggestion Systems 
Employee Improve Improve Safety 
Rating Production Product 
v v 
v 
v v v 
v v 
v v 
v v v 
Y. v 
y v v 
v v v 
v v 
v v 
X Specifically excluded from plan 
Y. Major objective 
Moi-ale 
v 
v 
v 
v 
v 
vv Company had definite usa for this objective 
Note: Because tbe companies cooperating in this survey 
requested that they remain anonymous~ they have 
been designated only by letter. 
14 
Comm. 
vv 
v 
X 
vv 
- B-. Personnel 
1. Discussion of Personnel Requirements of a Suggestion 
Department 
In establishing a suggestion program, it will 
be necessary to consider what personne·l are required to 
run the plan. Ma.nagen:e nt will want to know how many people 
will be needed for the job and who will be best suited to 
handle the various tasks. This is complicated by the fact 
that not all, if any, of the assignments in this program 
th ey 
will be full-time jobs, andAmust, therefore, be filled 
from the present staff . ·The question as to whether any 
position in the suggestion system should be full-time is a 
thorny one and will be handled later. Answering all of 
these queries requires a general understanding of the work 
involved. 
First, there should be some party that is solely 
responsible for the operation of the plan so that such de-
tails as emptying suggestion boxes and handling the neces-
sary paper work are attended to. This responsibility may 
be vested in one person, variously called tbe "Suggestion 
Manager" or the "Suggestion Plan Coordinator". There 
should ~l$.0 be a body to M4k~ _decisions regarding the 
acceptability of sugges'tions. Since this work requires a 
broader knowledge than~ fe~ one person usually possesses, 
* a committee is advisable 1 obviously termed the "Sugges .. 
tion Committee". It may be further necessary, as is found 
in SOlJle examples, to have one individual collect any infor• 
mation pe~tinent to the acceptance or rejection of a sugges-
tion. Therefore, the position of "Investigator" should. at 
least be considered. Finally, there is the need for some 
one to perform the routine clerical work. 
a. Suggestion Manager 
(1) The Position 
One professional association, in writing on the 
subject of suggestion systems, states that the position 
of directing-head of such a program should always be a 
** full-time job. From a realistic point of view, it must 
be recognized that whether the amount of an executive's 
time occupied by this activity would depend largely ~pon 
the size of the company. Actually, from the information 
gained through the investigation conducted in connection 
with this thesis, it was found that even in some good-
sized plants the job of directing the plan was only part 
time. Ignoring this difference of opinion, it still must 
be granted that there is a bottom limit in company size, 
below which a full-time s~gg~~~ion manager would not be 
justified. 
* 6, p.35 
** ll,p.40 
17 
Just Where that line should be drawn would seem 
to depend upon other details of the program. For instance~ 
if only those ideas directly connected with productive pro -
ceases are eligible, and if only routine production workers 
may participate, there would be leas work for the plan man-
agar. A larger plant under these circumstances could make 
it a part-time job. Again, if the company's line were 
rather limited and if its processes were very simple, then 
a committee might not be required to determine the applic-
ability of the suggestions and, although the plant was fair-
ly small, the position would be full-time. 
One thing must be said in favor of a full -time 
suggestion manager, even in a small organization: e mployee 
suggestions are not a "Must"' the company can get along 
without them; whereas, failtu~e to time-study new jobs would 
be quite noticeable and would shortly precipitate trouble. 
Therefore, if the suggestion man~ger splits his time be-
tween this job and his "regular" work as a methods engineer, 
it will be the suggestion system that will suffer every 
time. 
There are two sides to moat companies, the side 
they show to the publi.c 1 and the other aide. In telling 
about their suggestion systems, some of the c ompaniea ap-
peared to be describing the details as they would like to 
have them rather than as they actually are. However, an 
executive at Company D was quite frank: he had just fin• 
ished outlining his company's plan when he said 1 in effect, 
"Well, those are the mechanics of the plan, now do you want 
b·uth 
the realAof the story?" With a bit of encouragement, he 
proceeded to paint a somewhat different picture. 
He explained that, as comptroller and personnel 
director of his company 1 he had so many other more impor-
tant affairs to handle that he had neglected the employee 
suggestions. He felt ~lat his company was getting enough 
benefit from the program to warrant its continuance, but 
that they were not getting anywhere near as much from it as 
they should. What was meeded, he felt, was some "young 
fellow" who could devote as much time as necessary to the 
plan. 
This company was relatively small, employing 
fewer than 500 people, and so the opinion was that there 
would not be enough suggestion activity to keep one person 
busy all the time. The recommendation was going to be made 
that "Suggestion Manager" be designated as the primary duty 
of whoever has the position. 
One author has suggested that, for the company 
too small to have a full-time administrator for the pro-
* gram1 a committee should be appointed to direct it. 
This should not be confused with the group designated for 
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the sola purpose of accepting and rejecting suggestions .. and 
having nothing to do with the routine details, although it 
is conceivable that this latter body might also be required 
to handle all phases of the program. This author had in 
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mind t hat one member of the committee would handle receiving 
and acknowledging suggestions, another would handle public• 
ity# while a third might concentrate on investigating ideas 
received and making recommendations to the "Awards Committee". 
This solution presents the likelihood that three :•people in• 
stead of one would be neglecting the suggestion system t 
Another arrangement is reported and seems to have 
the indorsement of those who have written on the general 
subject: While the actual work of managing the operations 
of the suggestion program may be only a secondary, part• 
time duty of some minor executive, a top .executive of the 
* company is given general jurisdiction over the plan. 
This arrangement has the advantage that the program will 
not suffer because of the more important duties of the 
executive, but will have his "weighttt behind it. 
(2) Selection of tbe Suggestion Manager 
Even if a full-time director is to bead the 
program, and if he is to be hired from outside the com• 
pany, the basic consideration still exists as to what his 
* 11~ p.40: 6, p.32 
background should be. This matter is~ of course# increas-
ingly present if he is either to be transferred from another 
position in the company or to handle this assignment in 
addition to other duties. 
Generally# the suggestion program will be quite 
closely connected with either the personnel or the indus-
trial engineering departments, and either arrangement can 
be justified. Depending upon the importance attached to 
the various objectives# the choice will vary with the indiv-
idual plan. However, even when the affect on marale and 
industrial relations is considered to be the most important 
consideration, there are advantages to giving the job to a 
methods engineer. This would be the case when one of the 
duties of the suggestion coordinator is to conduct the pre-
liminary investigation of each proposal before it is 
presented to the committee. Then it would seem that a mem-
ber of the industrial engineering department might have the 
best over-all understanding of the company's productive 
processes and would be better qualified for the job. 
No matter which field the director comes from, 
there is one characteristic that he should always possess, 
* and that is the ability to handle people. This would 
be especially so if the company's plan either includes 
* 7# p.l6 
20 
granting the suggester the right of appeal in the case of 
"turn-downs", or resorts to interviews instead of letters 
when an idea is rejected. su~ e.st ion 
During the survey of companies using employe ~ 
systems, another factor emerged which had not been suggest-
in any of the materials consulted; in starting such a 
program1 the company will do well to select, as a director 
of it, some one who has been with the company for quite a 
while and who is well known to the employees. The case of 
the "F" Company first focussed attention on this thought. 
That company has had their suggestion program for over 
twenty years and is very well pleased with the results. The 
person who originated it and who is still the nominal chaiP• 
man of the suggestion committee has been with the company 
since 1913 and appeared to have the friendship and respect 
of t he employees. 
With that cue 1 further evidence of this factor 
was sought. Of the eleven cooperating companies. seven 
t had suggestion managers with several years a.ssociation 
with the company. Of those seven1 only one of the plants 
was obviously not getting good results from the system. 
An unusually low number of suggestion~per thousand 
employees was received annually, but the company attributed 
this to a union condition. It seems logical that a program 
of this sort would be strengthened ~y- being connected with 
an executive who was well known to and trusted by the rank 
and file of the employees. 
b. Suggestion Committee 
(1) General ~mbership 
Although it has already been implied, the fact 
should be kept in mind that the suggestion committee is 
not an administrative body, but that its function is to 
determine whether an employee' s idea can be applied or must 
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be rejectedt Since this is the case, the process of appoint• 
ing the co:rmnittee settles down to a matter of determining 
what phases of the company's operations may be involved. 
Obviously in most installations there will be suggestions 
concerning the productive processes, and so a representative 
I . 
of the production department should be included. Other 
departments likely to be represented would be engineering, 
* ** methods, sales and accounting. Under special circum• 
stances a safety engineer might be included. All this 
assumes, of course, that the personnel department is in 
charge of the program and is, in that way, represented. 
(2) Practices 
The objection may be raised that commitee meetings 
are time-consuming and that busy -~x_ecutives are loath to 
* 13, p.368 
** 6, p.37 
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spend their time in this way. Therefore, the alternate is 
proposed that "during the process or investigations or 
suggestions the / full time people who run the pla~ see 
* 
to it that all interested persons have a vote". ~'his 
arrangema nt makes it necessary for the person conducting 
the investigation to be sure that , for instance, .!ll 
engineering aspects of a proposal are considered before 
the production representative is approached. Otherwise, 
the idea or the investigator will spend an excessive amount 
or time shuttling back and forth between departments before 
a final decision is reached. This will violate one prin-
ciple of a good suggestion system, namely, that all sug-
** gestions be processed with a minimum of time. 
Some companies feel that meither of these 
arrangements alone is sufficient and that, before a final 
decision is reached, tba executives should have an oppor-
tunity to discuss tba idea with each other. For example, 
both Company B and Company J channel the original sugges• 
tion blank to every department concerned, where some quali• 
fled member of the department thoroughly investigates the 
proposal and records his recommendation on the blank. When 
this is completed, the idea is pr~~e~t~d to the committee 
* 6, p.35 
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for consideration. Both companies felt that this arrange-
ment reduced to a minimum the time used for investigations 
and the time that the committee members were obliged to 
devote to the consideration of each idea. 
A variation of this is to have in the suggestion 
department an "Investigator" who does all the ground-work 
before the idea is turned over to the committee. 
c. The Investigator 
The foregoing has rather thoroughly considered 
the su.;bject of investigating suggestions; the oiUy·~- :ttemain• 
ing problem is to decide whether one person can investigate 
the idea as well as several can. It would take ·somewhat 
of a superman to have sufficient knowledge of all phases 
of a business so that he could conduct the investigation 
single-handed. It woqld seem more realistic to recognize 
this fact and expect no more of the suggestion department 
than the coordination of the investigation. 
However. there is one service that a full-time 
investigator can perform which would not otherwise be 
accomp11shed; he can act as the personal representative of 
* the suggester. Any one can say that an idea will not 
work. but the suggestion department may need some one with 
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imagination to envision the -potential in a suggestion and 
with the determination to carry it through. Under these 
circumstances, the suggestion unit becomes a funnel for 
collecting workable proposals, rather than a sieve for 
screening out those that are probably not workable. 
d. Clerical Help 
* 
Even in the most stream-lined type of suggestion 
system, there will be some clerical work. The number of 
clerks needed will depend upon such factors as the size of 
anc\ 
the company, the participation,Athe elaborateness of the 
system. Very little attention has thus far been given to 
the clerical heeds of a suggestion program, but any com• 
pany that is contemplating the adoption of a suggestion 
plan will do wall to have a clear conception of the paper 
work involved. Therefore . this topic will be treated 
separately at this time in the light of the investigation 
conducted. 
The extremes encountered were as follows: in one 
plant, in which 1400 employees were covered by the plan, 
only about four hours a week of a clerk's time were re• 
quired to handle the system's paper work. In another plant 
employing fewer than 500 people almost one-third of a 
* l6,:p.362 
clerical secretary's time was consumed by the suggestion 
plan. This was in part due to the fact th~t this person 
was practically managing the plan; the only details left 
to the suggestion manager were to attend suggestion com-
mittee meetings and to sign the various communications 
involved. An even more extreme situation was found in 
still another plan with .1400 eligible employees, where there 
was a full-time male suggestion clerk in addition to a full" 
time suggestion coordinator. (See Case Study, Company A) 
a:r e 
These wide variancesAin themselves ~ insignif• 
icant; the important question is, "Does a company get its 
money's worth if it has a system so elaborate that it 
requires the maximum amount of clerical . help?" The com-
pany that had streamlined its system to the point of re-
quiring the minimum amount of a clerk's time received 1500 
suggestions per thousand employees annually and had an 
acceptance rate of about twenty-five percent. Of all the 
companies polled this gives ·the greatest number of accept-
able ideas per thousand employees. This, however, does 
not equal the score of the Photo Record Plant of .Remington 
Rand, Inc., where three thousand ideas per thousand employ-
ass were received in one year, with -an acceptance rate of 
* thirty-five percent. This gives a figure of over one 
*13, p.368 
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thousand accepted ideas per thousand employees and contrasts 
with a figure of less than four hundred in the case previous• 
ly cited. Remington-Rand's system is as elaborate as the 
other is streamlined and 1 in passing 1 it should be noted 
that their program stresses personal interest in the 
suggester . 
!11 this, unfortunately, does not answer the 
question as to how much clerical help is needed to operate 
a suggestion system. However, it should cause the sugges-
tion manager to examine carefully this aspect of his 
particular system in order to be sure that the results 
justify whichever position he bas chosen. 
2. Organization of Suggestion Departments in Massachusetts 
Industry 
Of the eleyen companies polled, which varied in 
size from 350 employees to 2800, only two had full-time 
suggestion managers, and these two plants were near the 
middle of the range. In two other plants, the administra• 
tion of the program was not designated as a full-time job, 
but in each case the methods engineer who was assigned to 
it regarded it as a primary duty and devoted most of his 
time to it. In a fifth company_ tpe_ ~uggestion secretary , 
who handled all affairs of the program between committee 
meetings, was available to spend the greater part of his 
time on this work, but found i~-unnecessary because of 
union difficulties. At the other extreme from the first 
pair of companies mentioned was a plant in which the posi• 
tion of chairman of the suggestion committee had been 
thrust on a rather unwilling assistant superintendent of a 
de part me nt • 
In eight of the companies the plan was under the 
personnel department, and in one of these eight the person-
nel director was the executive responsible for the plan, 
but had delegated most of the actual work to a methods 
engineer. However, he still retained an active interest : 
in the success of the plan. In another company, the per• 
sonnel department regarded the suggestion system as a 
major phase of its employee rating plan, an employee's 
eligibility for wage increase and promotion being in part 
dependent on his suggestion activity. 
In only one of the three remaining companies was 
the plan completely separated from personnel, but it did 
not appear to have suffered as a result. The deduction 
might be made at this point, that although the ostensible 
reason for adopting suggestion systems was the benefits to 
production, their influence on morale was widely recognized. 
All but two companies_~~d _ appointed suggestion 
committees. Generally these committees only passed final 
judgment on a suggestion after an investigation had been 
already conducted and a summary ~r--ecommendation prepared. 
28 
Two of the committees, however; passed initial judgment on 
all proposals, deciding whether to accept, reject, or refer 
for investigation. In the event of referral, the suggestion 
eventually came back to the committee for final disposition. 
In addition to the representation on the committee, 
-b-( •) 
as outlined in section B-l~of this chapter ~ there were also 
examples of the following representation: ~uality control, 
materials (purchasing), plant maintenance, and the office. 
The most general, however, were those previously cited. 
All of the cooperating companies were specifically 
asked if the employees were represented on the committee, 
although only two authors made any mention of this possibil-
* ity. I n general the opinion was held that a suggestion 
plan was strictly a function of management and was voluntar• 
' ily adopted; therefore, the employees. had no grounds to 
expect representation in the plan. There were two excep-
tiona to this• In one case there were mora employee repres• 
entatives than members of management on the committee. This 
was not of the company's choosing, but rather the result of 
the union's strength. Little benefit had been derived from 
the arrangement. In the other exception, management had 
invited the employees to have an otrs~rver attend the com-
mittee meetings. This ex-officio member of the connn1ttee 
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was free to ask questions and make recommendations concerning 
the disposition of suggestions but could not vote. The 
management felt that it achieved excellent liaison this 
way. 
--· ·- - ... 
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III. Policies 
A. General Discussion 
No. matter how informal a company's suggestion 
plan may be~ there are bound to be a few policies that 
govern the system. For instance, the suggestion manager 
might maintain that his program had no policy regarding 
suggestion blanks, that suggestions can be submitted in 
any way the suggester prefers. That in itself is a policy, 
unwritten and passive though it may be. Needless to say, 
it will be impossible to set up policies that will cover 
every eventuality and an effort to do this may lead to the 
complaint that the policies have made the plan too inflex-
ible. 
In an address before a conference sponsored by 
the Chicago Technical Societies under the auspices of the 
Society for the Advancement of Management, Robert B. Shapiro 
listed the most common reasons for the failure of some sug• 
gestion systems. Among these was, "There is no written 
* 
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suggestion plan- by-laws -or ground rules". Unquestion-
ably a company will save itself some trouble and embarrass• 
ment if, before starting its pr9gr~~' it has at least a few 
basic policies to guide its conduct. Some of the more 
* 16 ;; p.362 
essential topics to be covered would be : receiving sugges-
tions, eligibility rules for suggestions, eligibility rules 
for suggester, and awards. 
1. Receiving Suggestions 
The first question that may be asked in conneot~n 
wi t h receiving suggestions is: shall the employee be guaran• 
teed anonymity when he makes a suggestion? If it is felt 
that such a provision is desirable, arrangements will have 
to be made to effect it. The use of pre-numbered sugges-
tion blanks with a detachable stub for later identification 
purposes will insure that the suggestar 1s name will not be 
revealed until after the suggestion has been accepted or 
rejected. 
I 
Even when a standard blank is not required, 
knowledge of the suggester's identity may be limited to 
the suggestion clerk or to the first member of the sugges-
tion department to handle the suggestion. This, however, 
will necessitate additional work for some one, in that 
each suggestion must now be transcribed on a special form 
provided for the purpose. Such a form will then, in essence, 
be a _suggestion blank, and the work -of obtaining and filling 
in this form has been transferred from the suggester to 
the company. 
This arrangement has the- disadvantage that., even 
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though anonymity is promised, £he suspicious employee may 
still doubt that this is a fact. On the credit side, this 
set-up has gone all the way in making it easy for the em-
ployee to submit his idea; all he needs is the idea and a 
sheet of paper. The philosophy of Company c, cited on 
page 9 1 of this thesis, is an interesting expansion of this 
topic. 
No matter which policy is adopted on the above 
question, there is another point to be considered. Should 
suggestion boxes be the only channel for submitting ideas? 
Some companies prefer that suggestions be forwarded to the 
company by u.s. Mail and provide self-addressed envelopes 
* for the purpose. (Presumably, they would also be stamped.) 
No advantage can be seen in this requirement except that it 
of 
would eliminate the botherAmaking the rounds to empty the 
suggestion boxes. 
Finally, if anonymity is not considered essential, 
the proposal may be orally presented to the worker's foreman 
or to the suggestion manager, who will help him to put it 
in writing and will turn in the results to the suggestion 
department for processing. This, of course, is the ulti~ 
mate in simplifying the suggester 1 s task. In this connection, 
the better calibre foreman will take pride in having a large 
* 6, p.85 
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number of suggestions originate in his department, realizing 
that this shows that he has trained his subordinates to do 
* 
o.onstructi ve thinking. Some companies, realizing that 
this is a rather utopian philosophy, pay the foreman a 
percent of the award that his subordinates receive, so as 
** to insure the foreman's support of t he program. 
Thus it can be seen that there is a broad range 
of possibilities on the question of receiving ideas. The 
choice will depend upon the importance that the company 
attaches to the factors involved. 
2. Eligibility of Suggestions 
The type of ideas that will be considered for 
reward will depend· in part upon the objectives oft he system. 
Obviously, if the company has narrowed its objective down 
to cost reduction, then all other types of ideas will be 
ineligible. One writer on the subject has r ecommended 
confining suggestions to the most profitable type by ex-
cluding fro~ eligibility any ideas which deal with safety 
or comfort, as well as by excluding complaints. He goes 
on to explain that this policy will yield less expense 
in administration and lass resentment from disappointed 
suggestars. 
* 11, p.8 
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While this explanation may have some validity, it misses 
entirely some of the large advantages of a suggestion 
system1 such as the channel of communications which . it 
provides. One survey presents a contrast to the above-
mentioned author's view. Several years ago the National 
Industrial Conference Board polled 222 companies that had 
suggest1on programs and found that only three of them 
specifically excluded safety from the list of eligible 
* -topics. It seems logical that the broader the eligibil-
ity rules 1 tba more benefit a company may expect from its 
suggestion system. 
In answering this question, Seinwerth a t tempts 
to define a suggestion and thereby indicate the ·range of 
eligibility: 
"A suggestion is a positive constructive 
idea to improve methods, equipment, and pro-
CGdures, to make for safer and better work-
ing conditions, to reduce the time or cost 
of an office, factory or sales operation1 
or to improve either industrial or public 
relations". *" 
This definition would allow for the acceptance of ideas on 
almost any subject, including complaints. This author goes 
on to specify that it is not sufficient to call attention 
to a need for improvement; a proposed solution must also 
be included. 
~ .9) .12. 
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In their "-New -Plan for Rewarding Employees for 
Suggestions" Merck ani Company of Rahway 1 New Hersey, lists 
the following types of suggestions: elimination of hazards, 
improving quality of products, eliminating Uf&eless operations, 
methods improvements, improving working conditions. The 
list includes other i't;ems which are generally sub-topics 
of those already quoted. 
It would be impossible to say authoritatively 
what type of suggestions should or should not be eligible, 
or even to arrange a listing in order of importance, so that 
as a company wishes to expand its program it would go farth-
3r down the list. Caution should be exercised not to extend 
the list so far that it overlaps any grievance procedure 
covered by a union agreement. 
3. Eligibility of Suggesters 
~~ile unintelligent handling of the issue of 
eligibility of suggestions may merely reduce the effic-
iency of the program, it is not apt to produce the contro-
versy that may result from poor handling of eligibility of 
personnel. For instance, if ideas concerning employee com• 
fort and convenience are . ruled out, all personnel, whether 
they be superv:J~sory, engineering, or hourly-paid routine 
production workers, will be equally affected, and no 
friction is likely to result. But include foremen in the 
program, and immediate-ly the cry will go up, "That is what 
they are paid to do 1" or, "They. hs:va an unfair advantage 1 n 
On the other hand if foremen are completely excluded from 
the plan they may regard the decision as arbitrary and as 
a result may be hostile to the entire program. Therefore, 
a great deal of cars mus t be exercised in deciding first, 
what personnel shall be eligible to participate, and second• 
what shall be the extent of their eligibility. 
Generally a good answer to this question is found 
* i n the ''oall-o:f'-duty" criterion. Thus no one is eligible 
to receive an award for a suggestion that is within his line 
of dut y, and conversely every one including supervisors and 
staff specialists is eligible for those ideas outside it. 
By following this further, it can be seen that a routine 
production worker would be the most eligible, and the top 
exe cut ive would have no eligibility at all. Seinwerth 
gra phi cally portrays this with his "Eligibility Triangle". 
-
(Fi·gure .: A;p.·!l) ~his solution does not completely avoid the 
i s sue , for tbe problem still remains to determine exactly 
what is wi t hin the line of duty of each employee. 
Pertinent to this problem, one suggestion manager 
who was interviewed explained it in somewhat the following 
way: If an assembler decides to _p~eposition a hand tool 
adjacent to the hand that uses it, no award is in order 
37 
because he is expected to use at least a minimum of common 
sense in the performance of his job. If 1 on the other hand 1 
he develops a jig which will speed up the job 6 than he 
should receive some award. If the foreman of this depart-
ment had made the suggestion1 no award should be made. If 
the company accepts ~he recommendation of either the assam-
bler or his foreman that a new product be added to the line, 
then either one would be eligible for an award. In general 1 
it can be seen that the exact interpretation of this rule 
would have to be a matter of individual judgment on the part 
of the suggestion department. 
z. Clark Dickinson, in one of the Business Studies 
prepared by tbe University of Michigan1 proposes handling 
* 
this problem by means of differential award rates 1 which 
will be explained in detail under the topic ttAwardsn. 
This has merit for borderline cases 6 but might not seem 
justifiable to a foreman who had just made a suggestion 
completely unassociated with his phase of the business. 
Still1 he should be glad to get "half a loaf". 
be If supervisors are toAoompletely ineligible for 
awards for their own ideas, a company may consider the 
arrangement (cited in see~ion ~ -1 of this chapter) of 
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making a subsidiary award to foramen., basad on the value of 
awards made to-his subordinates. 
There are other problems which arise when super• 
visors and _staff specialists are not included in the sugges-
tion program. This writer has personal knowledge of 
instances of the situation about to be described. A time-
study engineer with a background as a machine operator, and 
with better than average imagination, envisioned some 
changes in method that would effect a considerable saving 
for tre company. He decided that a very magnanimous way -
to get the chang-e adopted would be to present the idea to 
the operator involved who could in turn submit it as a 
suggestion. The operator saw nothing wrong with the arrange• 
ment and eventually he received an award for the idea. 
This may have been perfectly honorable but the accusation 
was later made that the time-study engineer was getting a 
"kick-back". One writer reports the case of an employee 
who turned down a promotion. He calculated that the sum 
of his wages and awards was greater than his new salary 
alone would be since he would no longer be eligible to make 
suggestions. Such contingencies should be recognized and 
provisions be considere~t~extend eligibility as far as 
possible. 
There is the possibility that, when supervisors 
can participate, a foremarrwho is short on scruples may 
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"steal" ideas from his subordinates if he thinks that he 
can get the awards by s o doing. This is the other side of 
the eligibility question but this writer does not regard it 
as being at all acute. 
There are two ways that a foreman might get possess-
ion of a subordinate's ideas: l. the suggester seeks his 
foreman's assistance or opinion on the matter; 2. the aug-
gaster puts the idea to work at his bench or machine without 
ever considering that it should be submitted as a suggest:ID n. 
In the first case the remedy is simply to make the suggestion 
department available to suggesters whenever they need tech-
nical assistance or advice. In the second case# the diffi-
culty seems to be lack of publicity for the program. In 
e ither case it seems that foremen of this sort are in the 
minority and will be seen for what they are sooner or later. 
It does not seem necessary to risk alienating all supervis• 
ion's support of the program just to shut out villains of 
this sort. 
It is hoped that this section on eligibility of 
personnel has stressed the importance of this topic in the 
successful administration of a suggestion program. Another 
fact that should stand out- -1.8 that this topic and that of · 
awards are quite closely connected. Therefore# in consider-
ing the ensuing discussion of awards# the relation to elig• 
ibili ty should be kept in -mind. 
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4. Awards 
While the most obvious type of award is the mon-
atarv award, awards may also b.e in the form of marcba.ndisa 
., ., 
or tokens, extra vacations with pay, or evan merit points. 
Before passing on to the detailed discussion of these var• 
ious types and of the means of determining the size of each 
award ~ another and less concrete award should be recognized: 
. ttrt is a mistake to think of , .t e cold cash as all important 
•.r* 
in the eyes of the suggesteru. Many workers derive a 
feeling of deep satisfaction at seeing their ideas adopted 
by the company, and take pride in .saying, "See that ••• ; 
*"',c.* 
that was my suggestion". So, while tangible awards are 
most obvious, they should be supplemented with an appeal to 
this characteristic of most human beings. 
a. Monetary Awards 
Monetary awards either may be of the fixed sum 
variety or may directly reflect the actual value of the 
suggestion; tbe . latter may, for purposes of brevity, be 
termed variable awards. In either type there should be a 
minimum award; some writers propose a two or a five dollar 
lower limit. With prices and wages what they are today 
one wonders whether a two dollar minimum would be adequate. 
* 11, p.34; 9, p. 2 
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J - J -If a corporation with annual profits well up in eight 
figures should pay an award of only two dollars~ the effect 
on industrial relations might well be negative. This 
writer recalls hearing a worker comment about an award of 
$1.57, "If they had given that to me, I would have thrown 
it right in their faces!" And that was in an era of much 
lower prices. A miserly award may be worse than no award 
at all . 
(1 Fixed Awards 
It does not seem that many manufacturers would 
use the fixed type of award alone; it is generally given for 
those suggestions to which it is impossible to assign a 
definite monetary value. The classic example of this is 
the suggestion to relocate the drinking fountain so that 
it is more accessible. Even if this change will reduce 
the time required by the average worker for a trip to the 
fountain, it would be difficult to calculate the saving 
after installation costs. But the effect on morale m ay b e 
sufficient to justify the move, and a fixed sum award is 
given to the suggester. 
Another example may be found in a proposal 
affecting safety within the plant. Perhaps no one has 
ever lost a thumb in "thatlnachine", but the possibility 
is great enough to justify taking the suggested precaution. 
Such an idea might be regarded as being worth more than 
the minimum award; -but, instead of putting· an actuary to 
work figuring the possibilities of such an ac·.cident and the 
expense if it happened, a fixed award one or two steps 
higher than the minimum would be made, perhaps somewhat 
arbitrarily. Generally these awards would go in steps of 
five dollars up to twenty-five, and in multiples of the 
latter from there on. 
It is conceivable that many companies might not 
operate on a scale large enough to permit any vast economies 
as a result of employee suggestions. This would be particu-
larly true of an insurance or sales office, but could also 
apply,for instance, to a small machine shop doing mostly 
job order work. In such a ~ase the company i.a probably not 
equipped to calculate the actual savings and so the simpler 
type of award could be used alone. 
A further simplification in the matter of fixed 
* awards may be accomplished by means of contests. Thus~ 
the best suggestion during each quarter would receive the 
top prize and so on. An obvious difficulty here would be 
that the best idea of one period might be vastly inferior 
to one that received no award in another period. The 
period should not be too long lest the employees may lose 
interest in the cont~s~. A compromise might be to have 
annual awards as well as monthly contests and awards. Some 
* 9 .) f · \0 
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companies use annual contests in addition to the regular 
awards. (See Appendix C..:3} 
(~) Variable Awards 
When this type of award .. is used, the savings 
that the proposal will effect are calculated and then some 
fixed percent of this sum is paid to the employee origin-
ating the idea. There . are · two problems that must be settled 
in connection with this method: what percent will be paid• 
and over what period of time the savings are to be calculated. 
There is also the problem of the method of calculating the 
savings. In general, it ~y be assumed that the company 
has a cost accounting section or a time study section whose 
figures will be accepted as final. There is also the choice 
of basing the award on the gross savings or on the savings 
after deductions for the cost of research and development. 
Although almost all companies estimate the savings in ad-
vance, some pay only an initial fixed award when the idea 
is put into effect and then calculate the actual savings at 
the end of the standard period. There are still other com-
panies that prefer the following variation: at the time that 
the suggestion is adopted, the company pays the suggester 
a percentage of the estimated savings; then at the end of 
.... ·~ 
the first year, the change is reviewed, and if the actual 
savings exceed the estimate, the suggester receives an 
adjustment. 
4 5 
(a Fixing the Percent 
In reporti1~ reasons for the failure of some 
suggestion systems, one authority states that the programs 
* had been pursued with an air of frugality. This point 
must be kept in mind when determining what percent of the 
savings will go to the suggester; fifty percent seems to 
be the top figure. The company which paid this ratio also 
pays some form of piece rate and gives the employee the 
choice of taking the award or handling tba whole project 
himself 1 assuming that the company approves the change in 
method; if he chooses the second 1 his award is in the form 
** of increased hourly earnings. No record was found of 
any company's paying less than ten percent. 
The justification for not paying the employee 
the full amount of the savings is that the idea would never 
have occurred to him had he not been working for the com• 
pany. Some executives point out that the company is not 
obligated to pay any award .whatsoever. Therefore~ a pro-
gram with awards should be regarded as pure magnanimity on 
the part of the company. Beyond this 1 one must recognize 
the fact that it costs something to ru~ a suggestion system1 
and some adjustment must be made in the award in order to 
keep the system on a paying basis. A point of interpretation 
* 16, p.363 
** 121 p.7 
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might be entered here, that if this is the criterion, much 
higher percentages could be afforded than are actually used. 
The percent stated in the plan is not always in-
tended to be a top limit on the award, but rather a general 
gauge. In cases where the idea shows unusual ingenuity or 
represents a large amount of research and development on 
the part of the suggester, some companies feel that an ad-
ditional award is justified. 
(b Fixing the Period 
It should be fairly obvious that a company would 
soon become bogged down with clerical expenses if it attemp-
ted to calculate the saving effected by every suggestion 
for the entire life of its application, in order to pay an 
annual royalty to the suggester. For this reason a limit 
is set on the period over which savings are calculated. 
* 
This period is generally one year • 
• Miscellaneous Awards 
The possibility of making miscellaneous awards, 
such as merchandise, vacations, and pins, is one that does 
not seem to have much support. Moat people writing on the 
broad aspects of suggestion systems make mention of such 
arrangements, but are not very specific. It seems fairly 
reasonable to assume that the average employee is not so 
* 6, p.66 
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opulent that he would not prefer extra cash to use as he 
sees fit. Some companies award pins in addition to the 
cash. It does not seem to this writer that such pins would 
have a very strong appeal to a grown-up, although~ during 
' the war , defense workers seemed to take pride in sporting 
the Army•Na.vy "E" pin for excellent effort. However~ 
patriotism was involved there. The chief value of pins is 
the publicity which they give as a means of publicizing the 
suggestion program. Appendix C-~ shows the pins awarded by 
the Ford Motor Car Company. The silver pin merely signifies 
that the wearer has won a suggestlon award; the gold, that 
the sum of his earnings has exceeded one hundred dollars; 
and the diamond pin, one thousand dollars. Other employees 
seeing the last pin would be stimulated to action in the 
hope of equally good fortun&. 
c. Merit Points 
An explanation of a suggestion program wherein 
merit points are awarded is presented in the case of 
Company H starting on page llb of this thesis. (The letter 
"H 11 designates this company for purposes of anonymity. A 
discussion of the mechanics of such an award set-up is not . 
deemed necessary at this point8 However, there are some 
additional 'points -worthy of note . When suggesters are 
"paid off" in rating points, the problem of eligibility of 
* 
supervisors is no longer present. In fact~ so well is 
* 6, p.58 
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this type of award fitted to supervisory personnel that the 
Ford Motor Company has a "Management Proposal System" for 
* supervisors. Notations regarding accepted suggestions 
are entered on the supervisor's employment record and are 
iF 
a big factor in promotion. Mr. R.E. Loesge, chief of 
the employee suggestion plan at Wes tern Electric, reports 
that supervisors· at his company submitted suggestions, 
even though they knew that they would be ineligible for 
money awards. "What they wanted was the personal recogni• 
tion." Certainly there could be no better way of giv-
ing recognition than by points toward promotion. 
The foregoing advantages apply just as well when 
the arrangement covers non-supervisory employees. Such 
awards would not necessarily be a substitute for the more 
conventional awards, but might be used to supplement them. 
A promotion has the added advantage of lasting after the 
suggester has spent his cash award. 
5. Patentable Suggestions 
Suggestions of a patentable nature will not be 
received very frequently, but a policy for handling such 
a situation should be set up. Many companies have a 
standard release fo~- that engineering and research person-
* 17, p.SO 
** 7, p.26 
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-nel sign as a condition to employment. This practice 
might be extended to all employeese Seinwerth suggests 
that some statement about patents, couched in general 
terms, be included in the by•laws of the program. 
One company is reported as giving the suggester 
the choice of developing the patentable idea himself or 
of assigning it to the company, in return for some finan-
* cial arrange.ment which is mutually acceptable. One of 
the companies contacted during the course of this study 
included an assignment of patent rights on the suggestion 
blank. This blank was not available for circulation. 
B. Discussion of Policies in Massachusetts Industry 
Only two companies in the survey did not use 
suggestion blanks. One of them preferred to give the em-
ployee as much leeway as he needed in making his suggestion, 
and the other required that suggestions be submitted orally 
through the foremen. A third company gave the suggester 
the option of using a plain sheet of paper instead of the 
standard blank. 
Six of the companies provided anonymity after the 
suggestion department initially received the suggestion. 
One of these six used pr.e~numbered blanks so arranged that 
not even the suggestion clerk knew who had submitted the 
. - -
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idea. There did not appear to be any correlation between 
anonymity and tba number of suggestions received, although 
it is realized that with such a small sample no valid 
conclusions could be drawn. 
About half of the companies excluded supervisory 
help from participation in the suggestion program, one 
company baing on the border line and permitting the lowest 
ranks of supervision, such as grqup leaders, to submit 
suggestions. All sorts of ideas were acceptable, the only 
limitation being the "call of duty" criterion. Three of 
the companies had separate merit or bonus plana for foremen 
and those above. 
Only one company did not employ the variable type 
of monetary award. The other ten companies used both, 
applying the variable award wherever there was a definite 
and calculable cost reduction. There was a minimum award 
in all cases. The most common figure was five dollars, 
although one company had a two dollar figure, - another, 
two-and-a-half, - and a third company had the high minimum 
of ten dollars. 
In this region, as throughout the country, ten 
percent continues to be the most common basis for comput• 
ing awards. ~ere w~re none below this figure, but five 
above - two with seventeen, one with twenty, and two with 
twenty-five percent bases. The two comEanies that based 
.. "" ·• 
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their award on twentY-five percent did not have outstanding 
Earticipation. One company also paid annual awards for 
the three best suggestions or the year. 
~ .. .... .. 
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IV. Operation of the System 
A. General Discussion 
1. Publicity 
Bringing out a suggestion system is not like 
bringing out a new car; it should not be preceded with a 
tremendous splurge of publicity. The result of such a 
beginning will be a flood of suggestions that the suggestion 
department is utterly unable to handle, especially at a time 
when it has had no experience. Even worse, a lot of "sug-
gestion-happy" employees will pump out a volume of sugges-
tions without carefully considering each idea. All of 
this will mean that there will be an excessive amount of 
time between receipt of the suggestions and final disposi• 
tion, which will be an abnormally large number of "turn-
* downs". Careful education is the best way to start. 
~ere is a wide diversity of opinion as to what 
should be done to maintain interest after the novelty of 
the program has worn off. There are a great many obvious 
ways of handling it, such as posters, items or features in 
the house organ, releases to the local press, and "mail• 
outs" to employees. Generally the writers on the subject 
favor working most o~ these angles. 
A rather enlightening attitude on the subject 
was encountered at one of the local factories using an 
* 11, p.45 
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employee suggestion system. The suggestion manager was of 
the opinion that the best salesmen of the program were the 
winners. Enough fanfare accompanied the presentation of 
the award so that the winner's neighbors in the shop became 
inquisitive. From there on the publicity was all free. 
In sharp contrast to this company's thinking on 
the subject 1 Stewart-Warner Corporation credits the success 
of its employee suggestion system to sales promotion. This 
company had written off one program6 but tried again a 
* few years later 6 this time resolved to push the system. 
Undoubtedly1 once a suggestion system is functioning smooth-
ly 1 publicity can do it no harm; but in the light of the 
local firm's policy cited above 6 the question remains: 
"How necessary is publicity'~ 
2. Screening and Processing Suggestions 
Some phases of this topic have already been 
considered in connection With other aspects of the sugges-
tion program. The present section is intended to give an 
over-all picture of the mechanics of handling the material 
after it has reached the suggestion department. 
The first step may be to acknowledge receipt of 
the suggestion. Not all writers on the subject give any 
attention to this detail 1 although at least one regards it 
* 176 p.50 
** 6 6 p.B7 
** and another cites omission of this step as 
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* a cause for the failure of some suggestion programs. 
Probably it is quite reassuring to an employee to know that 
his idea is in the hands of .some responsible party. If this 
notice is sent out promptly, undoubtedly it impresses the 
suggester with the efficiency oft he system and the sincer-
ity of its administrators. 
On the other hand, if the suggestion boxes are 
not emptied for a couple of weeks, and then two more weeks 
elapse before the suggestion secretary gets around to pro-
cessing thea, the effect of such a tardy acknowledgment is 
doubtful , However, if the investigation may take still 
another month, it would be comforting for the employee to 
know that his entry has not been lost. This focuses at• 
tention on another point, that of promptness. No matter 
what niceties may be included in the system, prompt and 
business-like handling of all details is essential; undoubt• 
edly an acknowledgment is appreciated, but the sooner it is 
received, the more it is appreciated. The attitude of 
Company B (so designated for purposes of anonymity) report-
ed on page 3 of this -;study, is pertinent to this 
discussion. 
Before the investigation of the suggestion is 
begun, some provision should be made for having a permanent 
* l6,p.360 
record of the suggestion, for recording the details of the 
investigation, and for keeping track of the suggestion 
during the investigation process. Remington Rand, Inc., 
accomplishes the first two of tbase by having the sugges-
tion form prepared in triplicate; the first carbon copy 
goes into the suggestion department files and the origina~ 
to whoever investigates the proposal. (The second carbon 
* copy is retained by the suggester.) 
Some writers recommend an elaborate set of reg• 
isters so that each suggestion may be filed by serial num-
bsr, by the name of the employee who submitted it, and by 
** subject matter. The actual handling of these records is 
subject to the same principles that would apply to any of-
flee procedure and so will not be further discussed here. 
Remington Rand keeps track of the suggestion by 
means of a routing sheet filled out by the secretary to 
show which departments must pass on the idea before it 
finally goes to the committee. Some local companies do not 
feel that such a procedure is necessary; instead they enter 
on the back of the blank an indorsement indicating who is 
to make the investigation. When this person has reached a 
conclusion he adds a f~ther notation stating his opinion. 
If he feels that the idea also affects another department 
* 13, p.367 
** 6, p.91-92 - - - . 
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-and should go there for further investigation, his indorse• 
ment will be to this effect. It would seem that this 
handling is acceptable only if the blank is channeled through 
the suggestion department before going from one investigator 
to another. '.lb.is would guarantee that the suggestion de• 
partment will not lose track of the blank. 
It should be apparent that an occasional sugges-
tion will require an extensive investigation lasting sever• 
al months. Under such circumstances should the suggester 
just be allowed to wait until a final decision can be 
reached, even if it takes several months? Common courtesy 
dictates that some explanation of the delay be made. So 
* does Seinwerth. However, this would not appear so neces~ 
sary in a small organization where there is close personal 
contact between the employees and management. 
After the investigation has been completed, the 
entire folio will be considered by the suggestion committee. 
Of course, if the committee members have performed the in• 
vestigation, no further action on their part is necessary, 
and the suggestion manager carries out the recommendation. 
3. Presentation of Awards 
Quite obviously. the PJ'&3Grt.tation of the award 
offer>s an oppo:ptuni ty for some ~good publicity tor the 
* 6, plO~a 
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suggestion program. Mr. R.E .. Loesgas of the w·astern 
Electric Company warns ~ "Don ~t make the mistake of making 
the award] in the privacy of the front office . Do it 
openly on the operating floor and dr amatize the ceremony 
·li-
as much as possible ." Some companies feel that , as-
pecially in the case of big awards ~ the high brass of the 
company should do the honors . On the other hand one group 
of authors feel that the best arrangement is to have the 
local foreman handle this function . Their reasoning is 
that the worker who knows that his foreman is right behind 
the system will be likely to submit more and better sugges~ 
** tiona . There are points in favor of both approaches . 
The foreman who is left out of the ceremony is not very 
apt to become an ardent supporter of the program. On the 
other hand, the foreman may walk up to the worker , hand 
him a check and say, "Nice work ., Joe" ., and no one will be 
aware that anything has happened.. But when the plant 
manager walks over to Joe ' s bench, everyone takes notice . 
Probably a composite ceremony is best with both the exec-
utive and the foreman on hand. 
4. Rejections 
When it is rememBered that out of every four 
* 7, p.17 
*~~- ll, p . 48 
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* suggestions received three are rejected# there should 
be no doubt that the handling of the "turn-downs" is an 
important phase of the suggestion program. To visualize 
the worst possibility, consider the case of a worker who 
never did hear what became of his suggestion. Of not much 
better disposition toward the plan is the fellow who re-
ceived a mimeographed letter stating that his idea had 
been found "impractical". One research writer reporting 
for the National Industrial Conference Board gave the 
problem the following importance : "If ••• no effort is made 
to ex plain the reasons for the rejection ••• and to encourage 
the worker to try again 1 the ill feeling engendered may 
more than overbalance any benefits received from success-
ful ideas." 
At the other extreme , a well handled turn-down 
may even help to stimulate further suggestions. The 
procedure followed by one of the local manufacturers, an 
old hand at the business, is an example oft he very best 
practice • The suggestion manager, or whoever is ~est 
equipped to go into the technicalities , gives the suggestEr 
~~ personal explanation of the committee's decision. This 
* 7, p.1~ 
il-* 9, p.30 
iH-* 6 1 p .. 106 
**iE-* ,..,:l':-' Company 
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also serves th'e ' second purpose' - that of giving the sugges-
ter the occasion to appeal the decision . This is the same 
procedure as that followed by Remington Rand's Photo Record 
Plant~ where the participation was three suggestions per 
* employee. 
A third advantage is cited for using a personal 
turn-down interview, and this is an outgrowth of the second 
purpose: if the suggestion committee failed to grasp the 
significance of the proposal, the meeting with the suggester 
.gives him an immediate opportunity to explain his proposal 
to the suggestion department. 
~nere the interview is regarded as an unnecessary 
formality~ the next best procedune is a personal letter. 
This should not resort to such broad generalities as, "The 
saving did not justify the expense of installation." The 
explanation should have a reasonable amount of detail. 
Also , the turn-down letter should invite the suggester to 
request an interview if he is not satisfied with the reascns 
** given. It should always be remembered that the purpose 
of the letter, or interview 1 of re,j.ection is not simply to 
tell the worker that his idea cannot be used; it should 
also be designed to retain ·his good will. 
B. Operation of Suggestion Systems in Massachusetts 
The questionnaire unearthed no unusual examples 
·~ 13, p.366-68 
** 7, p.l8 
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of publicity as used by Massachusetts manufacturers to 
promote suggestion systems. One company, as already report-
ed, did not consider that any publicity devices were neces-
sary. Some examples of pertinent items from house organs 
and other media are displayed in Figures B, c, D, and ~. 
In their methods of processing suggestions, most 
of the factories consulted conformed with the recommended 
procedures. Some of the more outstanding facts are summed 
up below: 
All except two companies acknowledged receipt of 
the suggestion . The company with the highest participation 
was one of the two that did not! Only four made a standard 
practice of' sending "interim· reports" to the suggester when 
an e:xtended. investigation was involved. There appeared to 
be no c onnection between this and the success of the plan .. 
None of the companies felt tba t the rejection could be 
handled altogether impersonally, but neither did the group 
as a whole show any decided preference for a form with 
space for individual explanation, a personal letter, or a 
personal interview . The method of handling this detail did 
not appear to have a significant effect on participation. 
The presentation of the award varied from a low 
of simply including the award in a weekly pay check to the 
other extreme of having some high executive attend to the 
presentation. One company does_n~t plan to make any awards 
6 l 
until the Christmas party, although announcement of awards 
is made as soon as an idea is accepted. It is a pity that 
this company has just begun this program, because such an 
arrangement seems to violate a very basic principle of in• 
centives, and the result should be most interesting. The 
companies with the best and with the next to poorest partie• 
ipation have no ceremony, and the companies with the second• 
best and with the poorest have the most elaborate ceremonies, 
with the exception of the Christmas party. 
On the matter of processing, there appears to be 
no significant correlation of any sort between success and 
any other factor . Table n presents the statistics on this 
topic. 
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Figure B 
.. 
BUSINESS BUILDER SUGGESTION PRIZE WINNER receives final payment of $900. Kenneth Houghton, seated second from left, had alr!'ady been 1 
paid tne first $100 on nis suggestion for fertilized flower pols . At Mr. Houghton 's left is President A. H. Anderson and at nis right is hi's Super!n- I 
tendent, A. D. Colburn, of No. 1 Box Snap. Standing are company officials : Creighton Hill, F. P. Reynolds, E. l. Chamberlain, R. A. Wilkins, 
W. C. Ahlgren and H. S. Hanna, members of tne Administrative Cornmittee, and J. J. Burke, General Superintendent, East Walpole. 
$900.00 A ''rard to Kenneth Doitghtott 
K ENNETH W . HOUG-HTON , . Checker in the Shipping Depart-
ment of No. I Box Shop, received a 
$~00.00 suggestion award check last 
month. Mr. Houghton was called be-
fore the members of the Adminisrra-· 
' rive Committee early in June and 
received this check from President 
· Anderson's hands as final payment for 
his Business Builder suggestion, Ferti -
lized Flower Pots and Plant Bands. 
Business Builder A ward · 
This is the first Business Builder 
award to be paid since Edward Lincoln 
received his award in 1947 for Insu-
lating Siding, Shingle Design. Mr. 
Houghton's suggestion has had a long 
and unusual career. I r was•first entered 
July 5, 1944 and accepted in Novem-
' oer 1944 as an improvement in prod-
uct. Subsequently, the idea was devel-
1 oped as a new product and added ro 
our horticultural lint•. In view of this, 
the suggestion was redassi fied as a 
Business Builder idea and in February 
1950, Mr. Houghron recdved an addi -
tional $75 .00 award to brin}:\ the total 
award to the amount given when a 
Business ijuilder idea is first accepted. 
, Bur the product was still not earning 
its way. Jt ltlllked got.ld - very good 
- bur various manufaCturing problems 
and other difl1culries prevented this 
particular item from showing a profit 
each ye;lr. In 195 I. however. the manu-
facturing problem had been licked and 
the volume of business in the early 
spring was good. The producr was 
showing a profit; the $900.00 had been 
earned by irs sale, and the award was 
voted and paid to Mr. Houghton. 
"It was a long wait," _said Ken, "but 
it was worth ir. " 
Idea from Hobby 
Ken Houghton is a commerrial 
grower and hybridizer of new flower 
vaneues. He specializes 111 · Shasta 
daisies, pyrethrum and rhrysanthe-
mums. He raises thousands of seedlings 
in pots and plant bands each' spring. 
It was natural for him to think in 
tt·rms of something that would give 
these render plants a shot in the arm 
to make them grow faster and mnre 
vigorously. The answer was fnund in 
his idea for these fertilized tlower pors 
and plant bands, now used by hundreds 
of rommerrial growers ro give their 
st·edlings a good start. 
Other suggestion awards for .J unc 
appear in the next column. 
.J 11ne A "~ards 
Shreveport 
James D. Teutsch, DSPM 1 
Harvey L. Bryant, FSM 
Elbert R. Snelgrove. DSPJ\11 
Chicago 
Harry S. Hill. FCPM6 
Clemens Reithofer. FCJ\l 
Frances Syring. CEW 
Phillipsdale 
Richard J. Ferris. DPI 
Vernon Stromberg, DPX 
Norwood Roofing 
lllalcolm lllacDonal,l, FBM 
Julius Aukswlis, FBPM I 
Philip F. Black, FBP!\19 
Francis Campisano, FBN 
William R. Rideout, Jr .. PBL 
Charles Sol hD, FBP!IIl 
Frank M. Troiano, FBI 
Main Office 
SIO.OO 
5.00 
5.00 
S5 .00 
5.00 
5.00 
15.00 
15.00 
s 1 0.00 
15 .00 
5.00 
15.00 
5.00 
5.00 
5.00 
Raymo1~d J. Case, RC S5.00 
N o rwood l'looring 
W·illiam .Jennette, FFG S5 .00 
The four men listed above with 
S 15.00 opposite their names- .Julius 
Auksrolis and Francis Campisano fmm 
the Nonnxxl R(X>Iing Plant and 
Richard J. Ferris and Vernon Stromberg 
from Phillipsdale - all earned the ad-
ditional S 10.00 award for having five 
an·eptt•d suggt·srions. 
,, . 
Ford 
I 
I 
I 
\ 
\J5e 
'(our Su99estlol\ 
pto.n 
News " 
1,it igur._e n 
SUGGESTIONS 
At special points in the plant you will find sugges· 
tion boxes and a complete description of our Sug· 
gestion Plan. Under this plan you have the oppor· 
runity ro enttr worthwhile suggestions and receive 
cash award~ for any that are acceptable. We want ' 
your ideas and we hope you will study your job I 
and enter any suggestions which you believe will . 
improve your work or the safety· of the department. 
Suggestions are especially w~nted on new ideas 
which will save operating expense or bring new 
business ro the company. 
LOCKERS 
Locker space or coat rooms are provided for all 
workers. Coats, hats, umbrellas, overshoes, etc., 
should be kept in rlie proper space assigned to you. 
26 
From the Ford Somerville Nows 
I 
From one c omrany's 
Employees' Handbook 
July, 1951 
:Suggestion 
·Trophy To· Be 
.Shown Here 
The Achievement Amml Troph y, 
pre:-wnted to the Ford Division hy 
the Detroit C hapter, ;\'ational A~­
sor:ia t ion of Suggest ion Sy:st elll~, 
1 
will he on display he re Augus t I) 
through 10, tt was learned in a. 
let ter frolll George E. .John~on, 
Manager, Employee Serviee::; De-
. partmPnt, Ford Divi,;ion . 
Tlw t roph~· is being c ireulated t.o 
all plant>' and operations in the 
·~ Ford Di vi~ion and i" ~f' h ec luled ac-
c·ording to the yPa r to dat e stand-
1 ings of t lw pia nts and ope rat ions 
1 at tlw e nd of May. 
The·· Souu·rvillc As>'end•ly Plan t 
is in sixth plac·c• in t h(• Ford Divi-
sion Suggc•sl ion l'rogr:un and will 
l>c' tlH' "ixth opc·mtion to rpc·C'ive 
lhP troph y. 
W. IL M:~e :UrC'gor, ~uggestion 
l l'rogmlll ('oordinalor, sa.yo the 
lroph.\· wil.l hc• on displ ay in t he 
pl :t lll c·:ti'C'II'ri:L 
lf i gure ~ 
.. . , ·~ 
STRICTLY BUSINESS by McF.,.ffers 
"It's one.4irpm my .wife - yo u're fi red! " 
V.'orthy of any Suggestion Sy s tem' s 
Bulletin Board l 
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Table ··; TI 
' 
Summary of Pra-ct ices in ~;~~e~:~~g ;~~~sti~~~ 
. 
Company Acknowledge Committee .l4eets Interim Suggestion d.s- Fil ed by : Serial No . Suggester ' s 
A 
B 
c 
D 
E 
F 
G 
H 
J 
K 
L 
Receipt of Before or After Report 
Suggestion Investi'gation 
.. 
Yes v Yes v 
No V* No v 
Yes No Committee** Yes v 
Yes v .. 
" *** 
Yes 
Yes v Yes 
Yes v Rarely 
No v No 
Yes v# 
Yes v Yes v 
Yes v Yes 
Yes v## Yes 
* Suggestion Manager directs suggestion to 
person most concerned 
·::-;:- P.ng ~ose.d i · .i§ t.Ud fillt ~ Tca't ~ee . .,~ dtS~ 
~uggestion Department 1 consultl- various 
division heads and reports to Vice President 
*** Treasurer has final say · 
**** Investigation conducted by department beads ; 
amount of awards determined by committee . 
# A Technical Writer prepares an explanation 
## 
of the suggestion which is then circulated to 
the proper department heads . 
Ceremony only if foreman has been inclined to 
belittle Suggestion Program 
### 
#### 
See Figure B • on- page G.3 . 
Space 1 provided for brief of reason for 
rejection . 
v l nt e1·V'1 ew. 
.Name 
v • 
v 
v 
v 
v 
. 
v 
v 
v 
Subject 
of Sugg ' n 
v 
·V 
v 
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Presentation Notice of Rejection 
of ,Award Form Personal 
Letter Letter 
By hxec . v 
By ·· mail #### 
## v or V 
By ~xe c. v 
By Exec . 
By Exec . v or "rr 
I nc l uded in v 
pay check 
At Xmas Party v 
By Exe c . v v 
By Exec . Conim . v 
### 
By mai l v 
- V ~ --Report o:r an Original Survey 
In order to obtain some first-hand information 
concerning the acceptance of employee suggestion systems 
and the details and trends in their use in Massachusetts 
industr1es 1 an original survey was conducted. In other 
parts of this thesis reference has already bean made to 
some of the information obtained through this survey. 
The present chapter is devoted to a summary of 
this survey. First 1 it should be noted that in conformance 
with the requests oft he co-operating executives their 
companies have remained anonymous throughout this study. 
They have bean designated only as company A1 B1 C1 and so 
on through N1 the letter I having been omitted. Every 
effort has been made not to reveal their identities, whether 
by detail or implication. 
A. Choice of Sample 
Originally it was hoped to get a carefully chosen 
cross-saction of Massachusetts industry1 - all types of 
manufacture and all sizes of factory - limiting tha survey 
strictly to locally owned concerns. It soon developed 
that the use of suggestion systems was not sufficiently 
wide-spread to supp~~t any such approach1 and also that, 
for the most part 1 companies that were not using them were 
not well enough informed on the subjeat to be of much help • 
Therefore 1 the sa~~~~ has no pattern, and very little 
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attention was given to companies that were not using sug• 
gestion programs. 
Forty-two plants were contacted, four of which 
were local branches of nation-wide organizations. At least 
three others were controlled by a corporation outside this 
region but retained their ovrn original names. Six of the 
seven just mentioned had formal suggestion plans but only 
two of them have been interviewed for details of their 
plans. Thus the statistics presented in other parts of this 
thesis are essentially of a local nature. 
It should be pointed out that while two other 
companies that are herein reported in detail are also 
parts of multi-plant operations, in both instances the 
companies were locally founded and the main plants are in 
this region . 
While the survey was concentrated mostly in the 
metropolitan industrial region around Bo·ston, it extended 
morth about thirty miles to Newburyport, - south, twenty 
miles to Whitman, - and west, thirty-five miles to 
Whitinsville . Although, geographically, this is only a 
small portion of the state, it covers the most highly 
industrialized district. 
.. . 
The following industries were included: 
Automobile Manufacture 
Brewery 
Chemicals 
Clocks and Watches .- _ 
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Industries· (cont 'cl.) 
Confectioneries 
Electronics 
Food Process·ing and Packing 
Instruments (Medical and Industrial J 
Heavy Machinery 
Metal Trades (Mis;cellaneaus) 
Office Supplies 
Optical Equipment 
Paper Converting 
Shoes and Rubber Footwear 
Rubber Products: 
Silversmiths 
Vlo odwor king 
Woolen Textiles 
The size of the companies varied from two hundred employees: 
to five thousand, not counting operations outside of this 
region. Inasmuch as there were employee suggestion systems 
at only two out of eleven companies which had less than 
five hundred employees, an ,extensive investigation of 
plants of this general ·_ size did ·not seem worth while. 
An alphabetical listing of all companies thait 
were contaeted is presented in Appendix B. 
B. conduct of Survey 
Initially, all of the companies whose co-opera-
tion was s.ought were contacted by phone. This procedure 
had the obvious advantage of s~eed, in that under even the 
most unfavorable circumstances it was a matter of only 
fifteen minutes to determine three main points: 1) does 
the company now have an employee suggestion system ? 
2) who is the executive in charge of the program ? and 3) 
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would the company be willing to co-operate in the survey to 
the extent of granting an interview ? (It turned out that 
in onl y one instance was any reluctance encountered, and 
this was a personal attitude rather than a company policy.) 
There was the second advantage of positive results; Lyndon 
o. Brown in hi s text on Market and Distribution Research 
cites the low percentage of returns on mail questionnaires 
as one of their chief disadvantages. 
If the telephone conversation i nd icated that the 
company 's experience with, or attitude toward, suggestion 
systems was pertinent to the project at hand, an ·appointment 
was made for an interview at which complete details could 
be secured. One executive suggested that the questionnaire 
be mailed to him for completion, but agreed that an i nter-
view would produce more 11 depth 11 • 
This point was, in fact, the main reason for seek-
ing interviews rather than relying on a fua.il.ed ques tion-
naire. This did not mean the elimination of a question-
naire, for such a form was used as an outline for each 
interview. However, the various questions had differing de-
grees of i mportan ce to each respondent, and their ans wers 
to a basic question would sugge st topics for further 
inquiry. Therefore, although the use of a questionnaire 
insured a minimum a mount of information, using it in 
connection with an interview avoided mechanical answers and 
per mitted the pursuit of any topic as f ar as necessary. 
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The questions were aimed primarily at learning the 
mechanics of the operation and administration of the various 
suggestion programs, and also at discerning any correlations 
that might prove of value to a company contemplating the 
adoption of such a scheme. The results are presented in the 
various tables through-out this thesis. 
A trial questionnaire was used at the first inter-
view. A few revisions seemed in order, and then the revamped 
form was used for the succeeding interviews. A copy of this 
question sheet is presented in Appendix D. This form, of 
course, did not lend itself to the interviews with the two 
companies visited that did not use suggestion systems. In 
these two instances the respondents were quite convinced that 
their companies had a better approach to the basic problem, 
and so the interv-iewel:l did ~ not have to rely on questions to 
stimulate the discussion uor to obtain information. 
c. Findings 
1. Prevalence of Suggestion Systems 
Of the forty-two companies contacted, sixteen 
were using suggestion systems. Eliminating the organizations 
that were not locally controlled, we find twelve with such 
programs and twenty-three without, giving an incidence rate 
of about thirty-four percent. 
Since a great many different industries were 
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rapresented 1 there ware not enough companies from any one 
field to indicate that suggestion plans had greater or less 
acceptance in one industry than in another. However 1 the 
metal trades industries 1 with a high representation in this 
survey1 showed an incidence r .ate approximating the general 
incidence rate. This suggests the possibility that the 1 
correlation may be regional rather than according to industry. 
More than half of the forty-two companies employed 
less than a thousand people# but only six of these smaller 
plants solicited employee suggestions_.·,:·:·:; ~::•.:.'. Strangely, 
only one of the small concerns cited size as the reason tor 
not being able 1 or not wishing 1 to try such a progr~. 
Table ][ shows plant size as compared with the use of em• 
ployee suggestion systems. 
Tabla m 
Incidence of Employee Suggestion Systems 
According to Plant Size 
No. of 
N0 • of No. of Suggestion Employees P~ants Systems 
Under 200 4 0 
200 
- 500 7 2 
- 1000 - - - 11 4 500 
1000 
- 1500 8 4 
Over 1500 12 6 
,.... .... - -
An effort was made to elicit the reasons why 
the various companies did not usa suggestion programs, 
but for ·the most part the replies were not significant. 
"We 1ve thought about it; maybe we will some day." ~e 
don't; we never did and we probably never will I" "What 
are they?" Two other companies gave replies that indicated 
a complete· lack of understanding of the subject: "We are 
a development company manufacturing special instruments 
to order • Ideas are our business." (The reasoning was 
that they had a well-paid staff of engineers and research 
men who could supply all the ideas the company needed.) 
The second company explained "We've got too many suggestions 
-
as it is; the trouble around here is that too many people 
want to be generals, and not enough privates". There was 
an assistant personnel manager in one place who was quite 
sold on suggestion systems and was trying to spread the 
gospel. He was not having much luck, he reported. 
Five companies had previous experience with 
suggestion plans and had discontinued them. One of these 
has since started a new program# and its present system 
is noted in detail on page ll G • Another one of this group 
was willing to discourse at length on the subject, and its 
attitudes are reported on page J 3~ Briefly, the plan was 
regarded as a war-time expedient. A third company admitted 
that it had probably not t :::r-i;ed hard enough to make the plan 
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work1 but the personnel manager did not think that it was 
worth the bother. The fourth discontinuation was the 
result of a change in personnel. The fifth was the only 
company that felt strongly on the subject 1 and it maintained 
that it got absolutely no good from the program. 
It seams that employee suggestion systems are 
like setting up exercises. Those who indulge are anthusi~ 
astic; those who do not. simply lack the interest. 
2. Details 
a. Rates Of Participation and of Adoption of Ideas 
Table I~ gives the details of participation 
and percen~ of.ideas adopted. According to the American 
Management Association the average rate of participation 
in 1945 was 206 suggestions per thousand employees, and 
this continued the decline that had been going on for a 
* few years. The National Association of Suggestion Systems 
stated, "The company receiving one suggestion per employee 
** per year has. every cause to feel well satisfied"# but 
it does not state what is the actual average. As compared 
, 'Y ea -r 
with the national average for theA1945 1 Massachusetts in• 
dustries have made an excellent showing; no company that 
quoted its figures was below the average. For the seven 
* 7, p.13 
** 7, p.42 
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companies that gave figures tba average was five hundred-
ni nety suggestions per thousand employees. Only one com-
pany exceeded the Suggestion System Association's figure 
of one per employee, although another expected to equal it 
this year on the basis of its trend over the past five years. 
Table Jt:M 
Comparison of Part icipation and Adoption with Award Basis 
Ratio or Ratio of Percent 
14 
Company Award to No. of No. of Sugg'na to of Ide as 
A 
B 
c :~ 
D 
E 
F 
G 
H 
J 
K 
L 
Savings Employees Sugg'ns Employees* A do p ted 
17*•* 1490 600 430 46 >' 
17** 1400 2100 1500 2h.-'-' ; 
10 2000 758# 760 20 
10 350 170 490 24 
25 2800 
--
20 1500 
--
10 o£Jo~· 200 330 20 
Fixed 550 New Plan, No Figures Accum. 
--
2000 413# 410 43 
10 3000 623 210 28 
25 1400 Program has become relativeq 
inactiye 1 
* Suggestions Received per Thousand Employees 
** 100% of two months 1savings 
# For first six months of 1951, _only 
* The American Management Association reports 
an average figure for percentage of adoptions as being 
around twenty-six percent. Despite the fabled Yankee in• 
genuity, only tbree companies reported exceeding this. 
This writer does not feel that the percent of adoptions can 
be accepted as significant unless information is available 
with regard to the savings that these suggestions effect. 
Thus, a company that is accepting rather poor grade 
suggestions on the theory that it helps morale would have 
a high adoption rate but ~ poor savings record. 
b. Results of Using Suggestion Systems 
With one exception all the companies felt that 
they were getting their money's worth from the systems. 
Some of them were even enthusiastic. Figures were request-
ed concerning savings that had resulted. One. company re-
ported savings of over $10,000 in the first halt or 1951. 
All the other companies declined to release the actual 
figures. This conforms with Seinwerth's comments on the 
subject: "Most companies are unwilling to publish dollar 
** savings resulting from the suggestion program". 
The feeling was rather general that the systems 
had had good eff9Qts on the morale of personnel but again 
no concrete evidence could be presented. 
* 7, p.14 
** 6, p .. 98 __ ,.~- ............ -
75 
c~ Characteristics of Suggestars 
Several years ago ., Z., Clark Dickinson of the Uni-
versity of Michigan suggested that there might be some value 
in a classification of suggesters by "occupation, length 
of service, nations.l:i.ty ., education or mental-test records , 
·~ 
etc., " Nobody but Professor Dickinson and this writer seems 
to have much interest in this topic . The ques t ionnaire used 
in connection with this study delved into the.t sub j ect , but 
only one company had ever accumulated such records· and it 
had f ound no use for them. 
Some of the suggestion managers volunteered their 
own observations on t~e subject. They were unanimous in 
th at 
sayingA whatever e·lse the suggesters did or did not have in 
common, it was always the same people who made the sugges-
tions. Two suggestion managers noticed that older workers 
were less inclined to participate than were the newer ad• 
ditions to the work force . One of tbam felt that this was 
because older wor kers fo not like change and are content to 
let things go on as they are. 
d~ Employee Representation and Suggestion Systems 
This section does not refer to the employee re • 
presentation plans used by some companies during the 
* 2 , p.35 
16 
twen~ies 1 but rather to the idea of having at least one 
member of the work force on the suggestion committee. 
Apparently, some companies have used this arrangement; one 
company even want so far. as to have the employees appoint 
their own suggestion committee to determine the size of 
awards. It is interesting to note that this committee was 
j 
very frugal; management , therefore, was frequently obliged 
to find some way of making adjustments so that the awards 
* would be more equitable. In the light of all this, infor• 
mation was solicited pertaining to employee representation 
on the sugges~ion committee. The results should be of 
general interest. 
pla ced. a'l:'l 
In only one ..ca,se, ,h@.d ·';managsmen'b. f\ e mployee repres .. 
antative on the suggestion committee, and then only as a 
non-·voting :rre mber. The other companies held strictly to 
the view that such an arrangement would obstruct the pro• 
gram. The experience of Company G, had actually been to 
that effect. The union had insisted on representation on 
the suggestion committee end, having been granted this, had 
adopted an obstructionist attitude. In recent years, Company 
K, which first began its suggestion system nearly forty 
years ago, has had -unusually low participation in ita plan. 
This has been the result of union activity. About five 
* 2, p.50 
years ago, one of the five unions that have contracts 
with this company reque.sted representation on the sugges• 
tion committee. The company felt that it neither could 
nor should grant this request. Thereupon the union 
boycotted the plan. 
From the experience of these two companies, it 
would appear that any corporation that has a strong union 
should give very careful thought to the conflict between 
union ideologies and the objectives of a suggestion pro" 
gram. The fear that methods improvements may result in a 
loss of jobs is no new obstacle to suggestion programs, 
but when that obstacle is combined with collective bargain-
ing, it assumes new proportions. Under such adverse condi-
tions a company might do better to give up the idea of 
starting a suggestion program. 
This does not mean that a union and a suggestion 
plan are never found in the same company. In fact~ many 
unionized companies have very successful suggestion systems. 
Thus it can be seen that the presence of a union does not, 
of itself, doom a usggestion program, but that if the union 
is fearful of the results or hostile to management control 
of the plan, the prospects are very dubious. 
e. Trends in the Acceptance of Suggestion Systems in 
Massachusetts Industries 
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e. Trends in the Acceptance of Suggestion Systems in 
Massachusett s I ndustry 
It has peen stated that suggestion plans expanded 
most during World War II (prior to VJ Day, that is), and it 
has also been assumed that since then their use has been on 
the decline. There can be no doubt that they received a 
great deal of good publicity during the height of hostili• 
ties and ' prospered as a result. H~tever, there is not so 
much evidence that there has been a decline in their use . 
The following data on their use in this area indicates 
that their expansion is continuing: 
Only two companies were encountered that had 
recently discontinued their plans, and even they had done 
so more than five years ago. Another company had discon-
tinued one, but just this year had adopted another. Table 
Y·.:' roughly indicates the trend in the use of suggestion 
systems among these thirteen companies since Company J 
adopted a suggestion plan fifty years ago. 
Table Vit (see next page) 
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Year 
1901 
1913 
1924 
1929 
Unknown 
1943 
1944 
1945 
1947 
1948 
1949 
1951 
Table r>E 
Trend in the Usa of Suggestion Systems 
Number of P~ans 
· Adopted 
l 
1 
l 
1 
1 
2 
l 
l 
1 
1 
l3 
Number of Plans 
Discontinued 
-~ 
)2·~ 
) 
2 
*The Same Two Companies 
Thus 1 if any trend is apparent 1 · it is toward 
further adoption of suggestion systems. A great many 
companies are still not "sold" on them1 but the number of 
plants that have tried them and permanently discontinued 
them does not nearly equal those that continue them. 
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VI . Case Studies 
Up to this point the suggestion systems of t he 
compani e s that cooperated i n this survey have been consid-
ered only a s a group. Exce pt wnere it seemed pertinent 
to the dis cus s ion at han4, no attention has been given to 
t he i ndivi dual cases. The approach has been essentially 
stati sti cal, and the f i rs t -hand informat ion that was 
obt ained from them has been classified in order that 
conc l usions might be forme d. 
However, there are a great many other valuable 
points that the experiences and practices of these compan-
ies highlight; it is felt that an individual handling of 
each company will bring these points out and wil l thus 
serve the purpose of this study to tha greatest advantage . 
The present chapter is devoted to such an approach . 
The material on the following pages is not 
presented wi ththe idea of detailing the mechanics of each 
of the suggestion systems that were observed. Instead , 
it is intended to bring out only those points which a r e 
unusual or which are or intere s t because or the principles 
that they illustrate or contradict . 
Once again it is stressed that these companies 
have requested that they remain anonymous , and therefore , 
they are designated only by arbitrarily assigned letters . 
. 
Com;eanies and Be Two Branch Plants 
Companies A and B are being considered together 
because these two plants are alike in so many respects 
that any similarities or contrasts between their sugges• 
tion plans provide an interesting study. The plants are 
operated by two large competing manufacturers of durable 
consumer goods, although the products of these two partie• 
ular plants do not happen to be in the same consumer price• 
range. That is the only dissimilarity. Both maintain 
conveyorized assembly-lines, and it happens that in each 
plant approximately fourteen hundred employees are in-
cluded in the suggestion program. 
Both plants must, of course, generally conform 
t o the pattern set up by their respective home-offices. 
These include such items as eligibility of personnel and 
of ideas, bases for determination of awards, use of sug• 
gestion blanks and of suggestion boxes , and the composi..-. 
ticin of t _he suggestion committee. Beyond these limits , 
however , the local suggestion-managers may exercise fairly 
wide discretion. 
Fortunately, both companies base awards on ap• 
proximately the same formula, thus eliminating the size 
of the award as -; ~ . .:.. cause for any difference in employee 
participation. One company phrases the basis as "one -
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sixth of the first years savings", whereas the other 
defines it as " .... the savings during the first two months 
after the suggestion is put into effect .. " Inquiry brought 
out the fact that the intent was the same. 
One of the most striking differences between the 
suggestion systems in these two plants lies in ·ihe philos-
ophies oft he two administrators.. At the local plant of 
Company A the suggestion manager stressed the fact that it 
was important to "make the plan personal,u and this seems 
to conform with the opinion of many writers on the subject .. 
The Company B administrator maintained, "The one thing 
that the employee is interested in is a fast answer ~o 
his proposal] ; we have sacrificed procedure to results." 
In the second plant the suggester gets no acknow-
ledgment of receipt of his suggestion. If his idea is 
rejected he receives only a form letter in the middle of 
which is space for a brief explanation of the reason that 
the suggestion cannot be used; this ~s the same explanation 
* 7 1 p.9: 11 0f most importance is proper handling of the 
individual, rather than efficiency in operation.n 
11, p.lB: "The object of a suggestion system, (unders·core 
supplied) fro~ the standpoint of paper work~ is to develop 
a minimum of forms and to save as much time and clerical 
work as possible, but ••• most certainly not at the 
expense of consideration for the suggester .. " 
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that is typed for the records and is not phrased wi t .h 
the employee in minde 
Suggestions that are accepted are handled in 
somewhat tbe same way~ and there ,-_ is no ceremony for the 
presentation of awards. A check is mailed to the sugges-
ter as soon as the accounting department is able to handle 
it; unfortunately~ this is not always done very promptly. 
Even when the award is very sizeable the same routine 
prevails . This is in part justified on the grounds that 
the assembly line c ould not be held up while the suggester 
participates in a formal presentation ceremony. However, 
Company A1 which also uses assembly lines, does manage to 
fit a ceremony into the tempo of its operations. 
In equally sharp contrast to other phases of 
B's suggestion system are the following details of the 
Company A program. A le-tter of acknowledgment is sent to 
each suggester as soon as possiblee In case of an extended 
investigation or other delays an "interim report" is sent 
to the suggester . Finally ~ if the suggestion is rejected~ 
a personal le_tter · is prepared to explain the reasons. 
Occasionally a personal interview is chosen to accomplish 
this, if the sugge~t~~n coordinator deems it necessary. 
As has been pointed out, a certain amount of ceremony at-
tends the presentation of awards and upon occasion the 
plant manager does the honors .. 
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In view of these contrasts. so·ma statistics on 
the effectiveness of these two plans seem pertinent and 
these are presented in Table ' I • It should be kept in 
mind that the number of employees covered by the plans is 
tbe same in both plants. 
Table YL 
Statistics on Two Suggestian ·~Systems 
Total sugg 1ns rec'd 
per year (1950) 
Percent accepted 
Number accepted 
... 
600 
46% 
27() 
B 
2100 
25% 
525 
Whereas in the first half of 19511 the corporation control-
ling plant B has paid $300 1 000 in awards 1 the A Corporation 
has 1 since 1947, paid $783~000 in awards, or about two 
and one .. half times as much over a period eight times as 
long. In order to provide a basis for comparison it 
would be necessary to take into account the number of 
employees in each corporation. 
There are undoubtedly many other factors that 
influence suggestion activity; without knowledge of them, 
and without more plants to compare, no valid conclusions 
can be drawn. For instance, Company B ijandles the distri-
- -
bution of suggestion blanks in a clever way. All the othEII:' 
companies simply placed these forma at the suggestion boxes 
for the employee ·; !i.Q _p_ick up whenever he wanted to make a 
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suggest~on. This organization had observed that most 
suggesters were "repeaters" 3 that it was always the same 
people who submitted the ideas. Therefore 1 to be sure th~ 
these people had suggestion blanks when needed, the follow~ 
ing procedure was adopted: ~en a suggestion is received, 
two blanks are automatically mailed out to the employee 
who submitted it; when. the notice of acceptance or rejec" 
tion is sent to the suggester, two more blanks accompany 
the notification . It is interestirig to speculate on the 
progression that might result in the instance of a 11 sugges• 
tion•happy" employee. 
Another fac tor which may influence the partici• 
pation in Company 1 B's suggestion program is the aggressive 
publicity campaign of this plant. In addition to printed 
posters, which the other company also uses, B prepares 
special letters calling attention to the plan, sends other 
nmail-outs" to the homes .)of employees, and displays photo-
graphs. (It is nqt quite clear what is in .these photographs; 
possibly they show winners at their work-places or show the 
suggested improvement in action.) However, this plant's 
publicity does su~fer for want of a house organ. There 
is no local newspaper published at B1s plant, and the cor• 
poration's national publication devotes little if any space 
to suggestions. Its competitor does have a local house 
organ in which almost every suggestion award is publicized. 
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Other minor contrasts are presented in Tabla It • 
Tabla . l 
Comparison of Routine Details of Two Suggestion Systems 
Detail 
No. of Suggestion 
Boxes 
Frequency of coll~c-tio_ns 
Committee meetings 
Backlog of Committee 
Work 
Company A 
7 
Twice a Week 
Twice a Month 
One Month's 
Suggestions 
Company B 
3 
Once a Day 
Once a Week 
60 Suggestions 
Company A's suggestion system entails a great 
many different forms. A discussion of the manner in which 
they fit into the plan follows. Every suggestion requires 
at least two letters 1 the acknowledgment and the rejection 
or acceptance. In case a further investigation is required, 
a ttreferral lettertt or interim report is sent. Prior to the 
investigation of an idea, three cards are prepared: a code 
card, a card to be filed according to the suggester's name, 
and a follow-up card• which accompanies the suggestion 
during the investigation. .A.t the same time that th· sa 
cards are prepared, a brief of the suggestion is drawn up 
in triplicate. One of these constitutes the blank for an 
investigation report. Sttll another form is drawn up be-
fore each committee meeting; this sums up the briefs and 
investigations of all suggestions to be considered at the 
meeting. Finally, since tpe suggestion system must be run 
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on a paying basis~ there is a nM;thods Work-Saving 
Analysis Sheet", which details the results of suggestions 
that have bean put into affect. 
As a result of all this paper-work this company 
retains a full - time male suggestion- clerk in addition to 
the suggestion- manager . Actually the former appears to 
be more than a clerk, and could be described as an assis• 
tant suggestion- manager . In contrast to this arrangement , 
the suggestion manager at Company B1 s plant has only part-
time use of a clerk in the personnel department; it was 
claimed that only four hours a week Of her time were ac-
.tually required by the suggestion program. 
There were two respects in which the systems of 
these two plants were alike, but in which they differed 
from the other cooperating companies. Both plants had a 
"Management Proposal Plan". This is not a suggestion sys .. 
tam in the normal sense and applies only to supervisory 
employees not eligible for awards under the regular system. 
It does not consist of any mechanism for receiving, inves-
tigating, and making awards for ideas or proposals, but 
rather is a systematic process of recording all management 
improvements which originate with each supervisor. This 
. - ... 
record has some influence on the supervisor's eligibility 
for salary increases and promotions. The suggestion-man .. 
agar for Company B denied that _ ~~s plan provided a super• 
8 s 
visor with as much incentive to1mprove conditions as the 
suggestion plan provided for hourly-paid employees. He 
claimed that in his own case the main incentive for pro• 
posing such improvements was to make his own job easier. 
However, tbe suggestion clerk at A1 s plant did regard it 
as a variety of 'suggestion plan. · 
The second similarity was that both plants attemp• 
ted a systematic evaluation of their employee suggestion 
programs . This is quite- to be expected in that the home 
office of each company compares all its branch plants on · 
a great many base_s. As regards the effectiveness of the 
Employee Suggestion System, evaluation is based on three 
standards, or ratios: 
t he l"'\lmb 1· of 
1. The ratio ofAemployees who participate to the total 
number of ' 'eligible employee.s. This is expressed as 
a percent. · 
2. The number of suggestions received per hundred el-
igible employees. * This is expressed as an abso• 
lute number and not as a percent. 
3. The r£•.t io of accepted suggestions to total sugges-
tions. -::- This is expressed as a percent. 
Just as product i on control should be essentially a matter 
of pre-planning rather than merely one of maintaining 
historical records, so these ratios should be used as a 
basis for locating, weaknesses and f~ -correcting them. 
Company B actually does this, even to the extent of main-
taining graphs which show the status of its suggestion 
system on a quarterly basis. 
*See definition of "Participation" in Chapter I 
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Company c. A Manufacturer of Toilet Articles and Metal 
Goods 
Company C employees about two thousand people 
and divides its business between the preparation of toilet 
articles and the manufacture of a small expendable metal 
product. Although the company does not have a monopoly 
in either line~ it supplies about sixty percent of the 
national consumption of the second product~ while the 
remaining forty percent is shared by about forty other 
companies. The mass production of this particular item 
requires highly specialized machinery which the company 
has developed and which it is constantly improving. 
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To some extent~ employees' ideas have been instru• 
mental in the constant development of this machinery~ as 
well as in effecting other economies in the productive 
processes. The suggestion manager estimated that since the 
plan had been in effect 6 employees' suggestions have result• 
ad in savings amounting to tens of thousands of dollars. 
Impressive though these figures may be~ nevertheless 6 the 
company feels that the suggestion system has been particu-
larly valuable for its contr~bution to employee morale and 
,.. - -
as a means of upward communications 6 for all sorts of ideas 
can be registered by way of the system. In this connection 
the suggestion manager finds that the system serves as a 
rather good index of general buslr1ess conditions: When jobs 
are scarce, he does not receive as ma~y "drop dead" sugges-
t i ona 1 
The company does not have a standard suggestion 
bl ank; it will instead accept ideas submitted on any old 
sheet of paper. Some of the suggestions on file verified 
this, the paper that was used having 'seen considerable 
ser vice in some other capacity before being put to this 
f i na l use. The management's philosophy is that the use of 
printed blanks and the adherence to a formal procedure may 
discourage some employees from participating. This is 
quite easy to understand when one realizes that the blanks 
i nvolved in some suggestion programs require that all of 
the following information be' supplied: 
Name and clock number of employee 
Department in which he is employed 
Posit ion 
Brief s ubject of suggestion 
Description of problem 
Description of present method 
Description of proposed method 
Advantage s of proposed method. 
Mere ly to obt ain the blank requires additional 
effor t , and may even mean embarrassment for the suggestar. 
_, By t he time that the worker has complied with all the ra-
qui r ement s above, he may have lost much of the enthusi asm 
which he had when the idea spontane ously hit him; i n fac t 6 
he may even reach the conclusion~ " Oh 1 we l l , it wasn •t 
-
' 
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such a good idea anyhow; why bother with all this ?" 
In other instances the presentation of the idea 
may, if unfettered by forms and procedures , provide the 
worker with a creative outlet which is generally lacking 
in routine production work. This company had in its files 
one · suggestion submitted in color on a 17" x 22" Bristol 
board; this depicted in word ~~ sketch a variation on the 
company's product which was aimed at enhancing sales. 
The suggestion manager expl~ined that while this effort 
was considerably above average , it was by no means an 
isola ted case. 
It should not be deduced that this company is at 
all unique in dispensing with printed blanks , far other 
companies interviewed also felt that such forms should be 
optional. The important point here is the company's phil• 
osophy, and this must be conceded to be quite val:ld. 
There are two other feature of this company's 
employee suggestion system that were outstanding, - the 
program's informality, and the method of screening or inves-
tigating ideas after thay had been received. 
The informality has already been evidenced in 
part by the absence of a printed li,Ug_gestion blank. Further ... 
more , practically no written information has been prepared 
concerning the system. For instance 1 neither the size of 
awards nor the manner of determin~g them has ever been 
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put in writing~ The basis for determining awards is ten 
percent of the first year's savings but this ratio is 
discretionary.. The figure thus obtained is rounded to the 
next higher fifty dollars on awards in excess of one hun• 
dred dollars . On ideas that are unusually ingenious or 
that are believed to represent a great deal of thought , the 
ratio may be increased . The company feels that this lati 
tude might not be possible if formal details were published li) 
On the matter of presenting awards there is 
seldom any ceremony or publicity . It is felt that the in• 
dtvidual himself and the "grapevine" will get too informa• 
tion around. This is quite contrary to the recommendations 
of books and articles on the subject, the authors of which 
feel that the management should seize every opportunity to 
call attention to the program. Nevertheless the system, 
informal though it may seem, has been gathering momentum . 
This is shown by the increasing number of suggestions 
received each year since the program began, as shown below : 
Year 
1947 
1948 
1949 
1950 
1951 
Approximate number of 
suggestion received 
100 
350 
800 
1250 
1500 (Estimated on 
basis of number 
received during 
first half .. ) 
'l'hese figures may be rega_r9-ed as an accurate index of 
participation be,.ca:use there has been no variation in the 
working force from year to year. 
The uniqueness of the investigating process 
arises, strangely from the formality of this phase of the 
suggestion s.ystem, ~~ seems worthy of a detailed descrip-
tion. When the suggestion manager receives a suggestion, 
he assigns to it a serial number and a file number, the 
former being issued sim,ply.in numerical order, and the 
latter indicating the . classification of the subject. For 
this purpose the company has set up quite a thorough system 
of classes and symbols. These two numbers, together with 
a resume of the idea, are recorded on a "Suggestion Route 
Sheet", (See Appendix C· t ) which is p~epared in quadrupli• 
cate by the suggestion department. The original and the 
first carbon copy also have the name of the suggester, and 
are filed in the suggestion department, one according to 
serial number, the other according to the employee's name. 
The second carbon copy is filed according to the file (or 
classification) number, and the final copy is routed to 
the appropriate executives. · The routing is indicated in a 
space provided on the form. When this form has gone tbe 
rounds, the "investigator" 1 normally the suggestion manager, 
.r 
fills out the "Award Recommendation Form" (See Appendix -1), 
which goes to the general manager for final approval. 
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An interesting variation in the foregoing proced• 
ure is in the offing , and it is herewith reported because 
it provides an unusual by-product of suggestion systems . 
The company has , for. some time 1 cooperated with a near-by 
technical university by providing trainee posi tiona_ for 
"cooperative" students. It is felt that the training 
provided these students would be substantially improved 
and the work ·of the executives reduced by· having these 
students spend part of their training time investigating 
suggestions . 
Under this arrangement a trainee would be attached 
for a few weeks to the suggestion department. When a sug• 
geation is assigned to him, he would go to the department 
to be affected and would investigate all necessary phases 
of the process or product concerned. On, the basis of the 
trainee's report , the department head wo~ld approve or 
disapprove the suggestion 6 or e l se would require addition• 
al ~nformation. Next the cost aspects would be checked 
by the trainee , and , in turn, his report of this would be 
approved by the appropriate executive . The same attention 
would be given to the sales aspects of the suggestion when 
they are involved, ~d- ~~ on~ Thus the trainee would 
become better acquainted both with the company 's organiza-
tion and with its manufacturing processes. 
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The rate of adoption of suggestions is rather low, 
being only twenty percent, but thi~ does not seem to have 
discouraged participation~ Apparently the other features 
of the plan succeed in .retaining the interest of the employ-
eea. 
- - ~ 
Companr D. A Manufacturer of Surgical and Industrial 
Instruments 
In its annual report for 19501 Company D states, 
"Hundreds of suggestions, many of them receiving sizeable 
monetary awards, are submitted either for improvement of 
the plant or products". This is possibly the greatest 
prominence any company gives to its suggestion program. 
None of the details of this company ' s program are unusual 
or outstanding. 
The things that make this company's plan of more 
than passing interest are the liberality of awards and, 
especially, one of the major reasons for its adopting a 
suggestion program. The latter seems to give the lie to a 
great many companies that claim their particular situations 
render such a program useless to theml 
The company gives a minimum award of five . dollars 
{$5.00) for any suggestion, no matter how minor, that is 
put into effect. For example, the company, adopted one 
suggestion which merely proposed other wall-type bottle 
openers in addition to the one already at the 11 coke" dis-
penser. Whether or not the suggestion had any merit is 
not the province of t~~~ ~tudy. The significant fact is 
that the suggestion committee adopted it and made the five 
dollar award because they felt that even such an obvious 
and seemingly unim.port.ant ...matter would improve condi tiona. 
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I n the light of interviews with other companies 6 this 
writer believes that most of them would have rejected the 
idea, even though it represented a need 6 rather than make 
an award of five or perhaps only two dollars for it. 
There ara quite a few reasons for this generos-
ity. The simplest reason is to keep the suggestions coming ~ 
Another is to show good faith. A third is associated with 
one of the company's major objectives for adding a sugges• 
t i on system to its industrial relations program~ 
"The voting stock of this company ••• is held 
entirely by its employees," and the employee suggestion 
system is one part of the management's philosophy of having 
the employees share in the ownership. In its annual report 
the Chairman of the Board of Directors - and founder of 
this company - states: 
"I have been asked to explain why I chose 
to incorporate ••• ! chose to have my 
associates become personally interested 
in the success of our ••• business ••• 
We incorporated so that we could issue 
stock to al~ emplor,ees as part payment 
of profit•sharing.' 
The company instituted its suggestion program 
in order further to encourage the employees' interest in 
the business . It seems gui~~ logical that employees whose 
ideas are solicited have mora of a feeling of sharing in 
the ownership of the business than they would have if 
there were no way for tn~~r ,auggeationa to be heard. 
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Probably, if any company has the "o!J..""€f:. bi~_ -fs.:~ni_ly"j 
- . _. -
spirit or a good personal relationship between. m1:nag:Eiment/ · :-
-_;-.----.:-- ~-- ,-
and workers, this company does. It employs fewer than. _ 
500 people and is the smallest company encountered that 
uses an employee suggestion system. The personnel director 
of this organization had no doubt that the company needed 
an employee suggestion system; in fact, ~e favored expan• 
ding the program which is currently in operatiqn in order 
to get even more benefit from such . a program. 
When a company with profit sharing and employee 
ownership of stock has this outlook, not much room is left 
for claims that an employee suggestion system may damage 
the family spirit of a company. 
Before leaving this case, the clerical problems 
of this suggestion progl:am deserve some attention. Rather 
complete records of the suggestion activities are conscien-
tiously maintained by the secretary to the suggestion 
manager. Every suggestion, together with the comments of 
all the investigating executives, is briefed. In the case 
of "turn-downs", a summary of the reason for the rejection 
is included in the letter that is sent to the suggeater. 
All suggestions are cross indexed and filed to 
-- .... -
aviod awards for duplicate ideas and to provide a reference 
system so that a suggestion may be reactivated if a change 
. - , 
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-of conditions warrants adoption. The secretary that . 
handles this work complained that she has no technical 
background and therefore finds these details quite an 
~~uous task. Thus it is not surprising that~ despite 
the small size of this company~ the suggestion system 
occupies about a third of her time. 
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Company E. A Manufacturer of Instruments 
Company E is a medium-sized producer of instru• 
ments for measuring time and distance~ the manufacture of 
whiCh involves highly-skilled machining and finishing 
operations and intricate assembly work. The work force 
numbers nearly two thousand people and is thoroughly 
unionized. The operation and philosophy of this company's 
employee suggestion system were thoroughly explained; the 
plan includes some unusual features not extensively covered 
in any of the published materials that were consulted. 
The company has operated the system 11for six or 
seven yaars 6 on and off. 11 This might give the impression 
that the program alternately died and was tried out again 
in hopes of better results 6 but ins~ead it is a feature of 
this company's program. The personnel manager claims to 
have had extensive experience with employee suggestion sys• 
tems, both with Company E and elsewhere, and he feels that 
this arrangement is superior to any other with which he is 
familiar. 
Under this plan the company will announce through 
a form letter sent to all employees and on bulletin boards 
that at a certain date the employee -suggestion system will 
resume operation until some future date~ about three months 
later. It is at this reactivation stage that the union 
bas its only contact with the program~ and then only to the 
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extent of reading a formal--company announcement at the 
general meeting of union membership. It is the feeling of 
the company that to include the union in the administration 
or operation of the plan would simply confuse matters with-
out in any way· improving the functioning of the system. 
Thus, each idea can be considered on its own merit alone, 
without any extraneous arguments as to whether the proposed 
change will cause less work for somebody with more seniority 
and skill, and provide more work for somebody with lass 
seniority and skill. There is no argument as to whether 
or not the estimate of the saving ~ (and consequently the 
r e sulting reward) is large enough; thus the system operates 
without any friction or interference. 
Further consideration of the "on•and-off" feature 
of this company's idea plan, shows that the program is 
given publicity and is pushed during the announced "on" 
period. This continues for the entire three months; then 
a few weeks before the closing data, a final "warning" is 
given. During the next three months or so the plan re-
mains dormant again. The company is convinced that by 
this arrangement the average level of participation in the 
sugge stion program is kept higher than if the program were 
continuous. Even if it were possible to maintain the same 
average enthusiasm for a continuous program, it would re-
quire several times as much effor~ _a~ is expanded on the 
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intermittent scheme. 
To prove this it is cited that, at the start of 
each "on" period, a tremendous volume of ideas is submitted. 
Then~ despite continued publicity, the volume tapers off 
steadily until the time of the warning noted above~ at 
which time the volume of suggestions received is practical• 
ly negligible. After a bit of experimenting, the participa• 
tion cycle was fairly well identified, and the "on" period 
was made to coincide with it. Otherwise there would be 
a period during which ideas could be submitted but were not. 
It was implied that to revive interest in the employee 
suggestion system in the midst o_f such a period of apathy 
would be quite difficult. Suggestions systems are like 
' 
any campaign; there is a saturation point, beyond which no 
amount of advertising· will yield proportionate results. 
When this point is reached, it is better to ease off. Then 
the next campaign will have more "punch". 
The program is administered by a committee 1 the 
chairman of which is the personnel manager, with the heads 
of the production, engineering, and sales departments as 
members. This committee meets once avery two weeks, which 
is the minimum frequency of collection of material from 
the suggestion boxes.. During the periods of highest activ• 
ity of the program, the boxes are emptied as often as once 
a week. As soon as the collection has been made, a routine 
I 0 3 
lett er i s sent to each participant , acknowledging receipt 
of his suggestion, thanking him, and even estimating the 
time that will be required to process his idea ~ 
If the process of investigation runs over one 
month on any idea , another letter is sent to t be suggester , 
stating that the idea is still under investigation and 
explaining the details of the delay . This is not repeated 
every month that any one idea is under examination, be -
cause the notice which is sent at the end of the first month 
covers the point . At that time , the suggester is told that 
it may take several months to determine whether his idea is 
applicable , t hat silence does not mean rejection or accep-
tance , but rather continued investigation, and that the 
committee hopes that he will continue to submit more sugges~ 
tiona in the meantime . 
After the appropriate member of tbs committee 
recommends acceptance of the suggestion, it is relayed to 
the section concerned for a thorough investigationa If the 
idea is then found lacking in applicability , a personal 
letter is prepared detailing the reasons why the proposal 
cannot be used . In the case of good suggestions , the pre-
sentation of the award is attended with some flourish , 
with a mi nor executive presenting the award , picture -
taking for the bulletin board, and a general expression of 
thanks a.Tld encouragement. 'Wben _ one suggestion nets the 
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company an unus ually large saving , a top executive may make 
the presentation. 
The scale of the company's awards is unusually 
generous , being twenty~five percent of the first year ' s 
savings , as compared with that of a majority of companies 
* who do not pay more than ten percent . In the case of 
ideas t hat cannot be directly evaluated , fixed awards are 
paid.. However 1 inasmuch as one of the products oft his 
company has a very high value and since it appeals to the 
i ndi vidual , exceptional ideas in the latter category earn 
an award of this product which has been suitably engraved . 
A second outstanding feature of this company ' s 
employee suggestion system is the legal approach to it . 
Even i n Herman Seinwerth ' s two hundred page tre atment of 
employee suggestion systems , the need for legal counsel 
is hare' mentioned , and other authorities give it at most 
, ... 
· .. ~ ·. "· 
only passing attention. Yet Company E felt that this 
was a very vital point and utilized a lawyer to draw up 
the entire suggestion system policy and also to phrase 
t he terms as prin ted on the back of the suggestion blank. 
The personnel manager of this company reports that he is 
acquainted with instances where an otherwise perfect sug-
gestion program had been kill ed because some disgruntled 
participant put his protest in the hands of a lawyer. 
Even worse 3 it cost the companies concerned money for legal 
fees and settlements, not to mention considerable good-will. 
Therefore, he urgently recommended legal aid for all com-
panies drawing up an employee suggestion system. 
This company's employee suggestion system is 
planned with particular care and has one quite unusual 
operating detail and also liberal awards. The management 
is very well satisfied with the results obtained from this 
combination, aJ.t;hough they declined to give any specific 
figures. 
- - -· ./" 
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Company F. A Manufacturer of «onfectioneries 
Company F is a manufacturer of confectionery and 
employs from 1300 to 1800 people, depending upon the season. 
This company's employee suggestion system has no unusual 
features a However, it should be of interest because it 
has been in operation since the early twenties and was 
not even interrupted by the depression. This is note• 
worthy in view of the attitude of some hard headed business-
men who claim, "Suggestion' plans are OK during a war when 
you are on a cost-plus basis, or when profits are large, 
but the rest of the time they are just a waste of money." 
Despite the fact that the suggestion S¥stem is 
no novelty to this company, the employees keep suggesting, 
and, what is even more important, they keep coming up with 
good ideas regarding methods improvements, safety, and new 
products. The personnel manager made special note of the 
contribution of the system to plant safety. The inclusion 
of new products in the list of eligible ideas is a bit un• 
usual, but since this company's line is almost entirely 
popular-priced cons~e~ items, the .fifteen hundred employees 
can provide much first•hand information as to what the 
average consumer might want or like. 
Because t~i~ _company's suggestion system has 
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weathered the test of time~ some of the more pertinent 
details are herewith reviewed. As already intimated, 
almost any type of idea is eligible 8 from plant safety 
and general working conditions to packaging and sales 
devices. Almost anybody can submit a suggestion for 
reward; department heads and those above receive awards 
only for ideas outside their line of duty, but are none• 
the less eligible . The: •personnel manager reports that, 
upon occasion, even he has put in a suggestion. 
The plan is administered by a committee "appointed 
by the department heads .representing manufacturing, sales,. 
finance , and purchasing", which does all the investigating, 
adopting or rejecting, and determining of awards. In gen-
eral the committee membership is rotated, for fairly ob-
vious reasons. The permanent chairman of this committee 
is the suggestion plan manager, who is generally chosen 
from the ranks of the methods engineers. 
The personnel manager expressed the opinion that 
a large part of the continued success of the plan was 
attributed to the fact that there had always been available 
at least one methods engineer who was enthusiastic about 
suggestion plans and_who had personally exerted himself 
to keep the plan "rolling". He would beg a committee 
member for just fifteen minutes of his time to consider a 
few ideas pertinent _ to . the latter's department. He would 
1 0 
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then give the other members individually a personal resume 
of the idea~ along with the recommendation~ in or«er to 
get their confirmation. His whole procedure was aimed at 
getting a final decision in a minimum amount of time. "It's 
an awful hard job to get a committee together in a busy 
factory". This makes an interesting contrast to the prac .. 
tices of two other companies~ , one .of which puts a high ex• 
ecutive in charge of the committee to insure cooperation. 
The other, in effe.ct, limits its weekly suggestion committee 
meetings to one hour so that excessive consumption of time 
cannot be an excuse for non-attendance. 
The efforts of the company's. suggestion committee 
chairman coincides with the admonition of most personnel 
managers interviewed, who stressed that speed and prompt• 
ness are essential in handling suggestions if you expect 
to keep up interest in the program. In this connection, 
the suggestion boxes, which are the only channel for sub-
mitting ideas~ ~a emptied daily. These boxes are so 
located as to be accessible to all workers, but not con-
spicuous from any work-place. ifter the material has been 
collected from the boxes, the suggestion manager sees that 
an acknowleqgment ~s J~ediately sent to each suggester. 
This is done by means of a printed form. 
From this point on~ the idea is processed by 
serial number. To pro.:vide anonymity, the standard pre-
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-numbered blank must be used for submitting all ideas 1 and 
the material on plain sheets of paper is returned to the 
sender. After a decision has ·been reached to accept or 
reject the idea1 the suggester's name is ascertained1 and 
he receives a notification. _-·?;he handling of rejections 
is a detail which receives considerable attention. A 
form letter is never used 1 and an individual letter is 
used only when it can adequately explain the rejection. 
Frequently 1 a personal interview is employed in order to 
be sure that a good "idea man" is not alienated and does 
understand why his idea cannot be used. 
Beyond this 1 realizing that many employees may 
not be capable of adequately expressing themselves in writ• 
ing 1 the company encourages suggesters to talk over their 
ideas 1 new or rejected1 with members of -.' he committee. 
As a result of this, one of two things usually happens: 
e ither the employee goes away satisfied that his_ idea 
cannot be applied 1 or he succeeds in pointing out to the 
committee some aspect of his idea which they had failed to 
grasp and which makes it valuable. In either event good 
will is retained. 
In geney~l~ all ideas that are adopted earn an 
immediate award of ten dollars. If it is possible to 
calculate in advance the dollar value of the first year's 
benefits - as on _jl _simple methods change - twenty percent 
1 0 
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of this amount is awarded to the suggester immediately. 
Otherwise# as in the case of new products or new packaging 
that should aid sales# the final award is delayed until the 
idea has been in effect a full year# and then the twenty 
percent award is based on actual performance. 
1 JII 
This delay seems to violate the need for prompt-
ness already stressed; it is not difficult to imagine the 
effect on an employee if both he and the suggestion committee 
initially over-evaluated an idea which turns out to have no 
value at all. Instead of getting the fat award that he had 
been envisioning during the intervening year# all he re-
ceives is an apologetic note thanking him and explaining 
that his idea had netted the company a loss. However 6 this 
objection seems unavoidable, unless, of course 6 the commit• 
tee has become quite expert in its appraisal of suggestions. 
At any rate the plan continues with the support oft he 
worprs. 
The actual presentation of the award does not 
involve much ceremony and takes place whenever an idea is 
accepted or the award determined. The larger the award, 
the higher ( in rank) the executive who presents it. At 
times the president -of the corporation feels that the 
occasion requires his presence. Awards are publicized on 
a bulletin board located in~e company lunch room. Here 
colorful posters are employed to publicize the program in 
general, as well as to -announce the nature of winning ideas 
and the size of awards. Sometimes news pictures are used 
to attract attention, and then a clever tie-in with the 
suggestion system is worked out. 
Further publicity is obtained through a journal 
published by the company. This is intended primarily for 
the trade, but is also circulated among the employees. 
From time to time, it f~atures news regarding suggestion 
activities and includes pictures of outstanding winners. 
Another means of promoting the program is a "suggestion 
week", which is observed occasionally; an effort is made 
at that time to see if a record number of ideas will be 
turned in throughout the plant. ~here is some distinction 
to the individual who turns in the greatest number of ideas 
during that week. 
Summed up, ample publicity, above-average gener-
osi ty in the matter of awards, and consideration of the 
human side oft he program all aid in perpetuating this 
company's employee suggestion system. But another feature 
that seems to count as heavily as any of these is the per-
sonnel manager's own enthusiasm for the sys~em, his person-
ality, and his close personal touch with the employees, 
which makes his enthusiasm easily contagious. One could 
not help but notice, while sitting in this man's office, 
that practically everyone who walked by made a point of 
- '- ~ 
looking in to say "Hello". 
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Com£any G. A Job Printer 
Company G has what appears to be the most unlike-
ly circumstances for operating an employee suggestion 
system. This company is in a field having some of the 
oldest and strongest unions in the country an::l is hindered 
at every turn by the unionw This control extends even to 
the suggestion committee, four of whose seven members 
represent the employees. One may picture the sort of com• 
mittee-meeting that this would produce . An earlier· section 
of this thesis has devoted attention to "Employee Represen~ 
tatio~ and Suggestion Systems''. 
the 
The chairman ofAsuggestion committee reports 
that some workers , not necessarily at the bidding of the 
union, have started rumors along the following lines: 
$orne of the foremen feel that employee suggestion are an 
intrusion on their activities; therefore, these foremen 
will cause the firing of workers whose suggestions affect 
their department. {The logic of such a rumor in the light 
of the union's strength seems assailable .) Another rumor 
was that people have been put out of their jobs because a 
suggestion saved so much time on the type of work involved • 
In connection with the latter, the chairman 
reported that only once have they received a suggestion 
that effected an appreciable saving. The company was so 
apprehensive of the general reaction to applying this pro• 
posal that it took extreme caution to assure the anonymity 
of the suggester. Even then it delayed payment of the 
award for several months to afford tba suggester further 
protect i on. 
Under circumstances such as these, it is surpris ... 
ing tha t the company feels it worth-w~ile to continue the 
program. There are the following justifications: fhe 
program has a feature whereby almost any employee can in-
crease his pay by making suggestions, no matter how poor 
their quality. There is one department that participates; 
quite actively. li'inally~ doubtful though the acceptance of 
the program is~ there is the likelihood of positive ill• 
feeling s if it were discontinued. So, for better or worse, 
the suggestion plan continues at Company G with the follow-
ing unusual features. 
To encourage volume, in the hope of receiving -at 
least a minimum percent of acceptable ideas, there are 
quarterly and annual prizes. Toward these prizes an em-
ployee gets five points for every one of his suggestions 
that is accepted; for each suggest~on made but rejected he 
receives one point. t the end of each quarter the three 
employees with the greatest numb~~ ~f- points receive awards 
of fifteen~ ten, and five dollars. At the end of the year 
the three prizes are twenty-five~ fifteen, and ten dollars • 
Employees turn in so many suggeatiop~ just for points, 
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without expecting tbam to be accepted, that such proposals 
• 
have earned themselves the title of "nuisance suggestions". 
It would seem that such a feature might incline the commit-
tee to be somewhat superficial in its consideration of the 
• 
ideas submitted . 
Recognizing the existence of "Yankee ingenuity", 
suggestions are solicited on particular problems that have 
• 
troubled the company . The details of the problem are writ• 
ten up and posted on the bulletin.· boards over the suggestion 
• 
boxes. These are generally not# fort he most part, prob• 
lema that should require extensive skill, but rather are 
• 
the little items that might be solved by a fresh approach. 
In order to give all eligible employees an equal opportun• 
ity, the company publishes these problems only when it has 
a battery of t h em with at least one from every department. 
This entire feature has been in effect such a short while 
that no conclusions can yet be drawn. 
In general this company ' s experience with an 
employee suggestion system does not appear to be such that 
either the workers or the management would aver become 
enthusiastic adherents of the idea. but the company seems to 
keep trying innovations with ~pe _hope of developing a strong 
suggestion plan. 
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Company H. A Manufacturer of Optical and Photographic 
Equipment 
Company H employs over five hundred people in 
the manufacture and sale of patented optical and photo-
graphic products and materials. This case is of especial 
interest because it was the only company contacted that had 
discontlnued an employee ·suggestion system only to pick up 
the idea several years later. A second point of interest 
is that the system is an integral part of the personnel 
program, rather than something simply tacked on. The com• 
pany therefor~, feels that their present suggestion program 
is quite unique and is very proud of their adaptation. 
D·u.ring the War , possibly at the time when Mr. 
Donald M. Nelson was urging that all war plants establish 
employee suggestion systems, this company instituted some 
such program;this continued throughout the war; but was 
dropped in 1947 . The feeling seems to have been, "That 
sort of thing was all right under war conditions, but we 
don't need it now ." Then, early this year, the management 
decided to institute a new employee suggestion plan. 
One of the reasons that some authors have given 
for the discontinuance of suggestion systems is a change 
of administration. In the instance at hand, the sequence 
was altered: A somewhat changed management was responsible 
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for the adoption of a sugge-st"ion plan after a previous adt• 
ministration. had already scrapped one plan. One hears the 
explanation "At H Company there are two eras; the first 
from the start of the war until 1948, and the current per• 
iod, beginning with the photographic equipment 
" • 
The new plan is an integral part of a rather 
elaborate system of employee rating. Although the company 
makes direct awards , offering one thousand dollars as the 
top prize, "the big importance of having a @uggestion accep-
ted is its effect on the employee 1 s salary". In order to 
indicate the extensiveness of the rating program, the 
following details are presented: - the worker may receive 
various bonuses, such as a flexibility bonus for being 
able to handle a variety of jobs, a quality bonus for ax-
caeding certain standards of quality, and others of a 
similar nature . His rating affects not only his income, 
but also his eligibility for promotion. In fact, it is 
reported that some employees have been advanced to super• 
visory positions largely as a result of. their suggestion 
activity. 
Another unusual detail found in ·'this company's 
suggestion syaten is that the suggestions are orally 
submitted directly to the employee's own supervisor, who 
thus passes preliminary judgment on the proposals. If 
the supervisor believes that the idea has any potential, 
, I -
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he 1 and not the suggester, initiates a memorandum on i he 
proposal.. This memorandum then passes on up the "chain of 
command" until final approval is achieved and the award is 
determined . Then the final evaluation oft he suggestion 
is entered in ,. the employee 1 s rating file. 
Some suggestion programs provide for a formal 
means of appeal if the worker feels that his idea should 
not have been rejected. A great many of the systems that 
use printed blanks provide them with numbered stubs spec-
ifically to permit the suggester to remain anonymous .. 
The reasoning is that the suggester;' s supervisor may resent 
any implication by any of his workers that they can improve 
on anything in his department. He feels that he supplies 
all the brain-power that is needed in his department. If 
the supervisor does hew to this line of reasoning, it is 
easy to see that he might be inclined to bloc~ suggestions 
coming from his subordinates. 
When the suggestions are submitted through the 
foreman, the risk that the foreman may be an obstacle made 
the need for an appeal procedure seem quite definite, and 
so inquiry was made as to whether the program made any such 
provision. The gist of ~ the company's answer follows: 
Since foremen can make suggestions themselves and 
since some of them became foremen partly as a result of 
their ov1h suggestions submi-tted in the past, the foremen 
are sold on the value of the scheme and are not incl.ined 
to impede its operation. However¥ if a worker feels· that 
there is more to his idea than either the foreman will 
admit or than the rejection letter recognizes, he may take 
the matter up with the employes$] committee. The company 
is not unionized; instead an employee ~l1 committee has been 
organized to represent the workers on all matters requiring 
special attention. Appeals on rejected suggestions come 
under this heading. 
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Summed up, this company's suggestion system, which 
is quite informal, is an integral part of the employee 
rating system. Since it has been in effect only half a 
year it is impossible to tell whether this approach will 
prove superior to the more conventional arrangement. 
- - --. 
Company J. A Paper Converter - - --
Company J has one of the oldest employee sugges-
tion systems in the country# having started its program 
after seeing one in operation at the National Cash Register 
Company . Ever since that time Company J has continued to 
operate i ts suggestion system. 
It is not a "trick'~ system with fancy publicity 
or any other features to encourage participation but it 
is quite simple and conservative . One thing that stands 
., 
out is the importance that this company attaches to tbe 
general idea of employee suggestions. For instance# some 
of the companies cooperating in this study frankly admit-
ted that the suggestion plan should get more attention but 
that all executives concerned usually let other affairs push 
their suggestion committee duties aside . Other companies 
had thrust the ~jor responsibility for the plan upon some 
minor executive who had .neither the . time nor the incline.-
tion to attend to· it properly. 
In Company J# the works manager and two division 
managers comprise the suggestion committee and when a meet- · 
ing of this group is scheduled, almost nothing interferes. 
On the day when this company was vLs~ted, the works manager 
had been called out of tovm, and so the president of the 
company served as chairman at the committee meeting. In 
advance of each meeting# an agenda ~~ prepared, detailing 
l '2.0 
the investigations and reports of all suggestions that are 
to be considered at the meeting. These agenda sometimes 
run over a hundred pages, but every suggestion listed 
thereon must be considered in a way that will guarantee to 
the suggester an intelligent reply. Again, on the day when 
this company was interviewed, the meeting had begun at ten 
o'clock and did not adjourn until three in the afternoon 
with time out only for lunch. 
One other detail, although not unique, is espec• 
ially noteworthy in the view of the long life of the plan. 
The company is not 11married" to suggestion systems; it is 
not blindly sticking to them, good or bad. Their system 
must pay its way, or out it goes 1 To this end they try 
to keep a strict .accounting of the expenses of operating 
the program. 
Records are kept of the time of all suggestion 
personnel, - from the girl secretary who prepares the agenda, 
records the minutes of the meetings, and handles all sugges~ 
tion paper-work, on through all foremen who may investigate 
an idea, and up to the committee members. If a trial model 
is made and fails, so that a suggestion is rejected, this 
expense is added in. Obvioualy, .. the awards that are made 
are also included in the calculations. Then6 if the savings 
that result from employee~~ suggestions do not exceed these 
expenses by a good margin~ the system would be discontinued. 
Even during the depression of the thirties , the program 
saved the company money. 
As a result of its long experience with an employ-
ee suggestion system, this company has observed that the 
longer it is used , the better it works. 
b - -
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- . -
Company K. A Manufacturer of Bui lding Paper 
Company K1 s suggest ion program1 dating back to 
1913 1 i s among the oldest encountered during the course of 
t his research . In c ontras t to t he Company J 's sys t em 
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which is twe l ve years older 1 i t is one ot the most elaborate. 
As may be seen from e.xhibi ts in Appendix C·.3 1;hPg\1gA 
there are f~rms for everything that transpires in connection 
with the program. Some of these forms are merely routine 
posters explaining the system . 
Initial introduction to the suggestion plan is 
provided in the employees' handbook, "You and Your Job 
at ' s" which is given to all new employees . It states: 
"Suggestions" 
At special points in the plant you will 
find suggestion boxes and a complete 
description of our Suggestion Plan. 
Under this plan you have the opportunity 
to enter worthwhile . suggestions and 
receive cash awards for any that are 
acceptable. We want your ideas and we 
hope you will study your job and enter 
any suggestions which you believe will 
improve your work or the safety of the 
department . Suggestions are especially 
wanted on new ideas which will save 
operating expenses or bring new business 
to the company. " 
lso to be noted in the exhibits previously 
~ - -.... 
referred to is the system of awards , including "Additional 
award of $10 . 00 each time an employee bas five suggestions 
accepted" , and the business builder prize. The latter is 
not made very frequently but , whenever results justify it ~ 
the suggester reaps a generous award ~ as the photostat 
on page ~3 shows. There are t ·II'IO rather remarkable details 
to be noted about this particular award: 1. the length of 
time that intervene d. between the initial acceptance of · the 
suggestion and the rinal award ; and 2 v the fact that the 
company had to do qui·te a bit of development in the mean-
time. Nevertheless , because it was the employee ' s basic 
idea that had made the new business possible ~ the award 
was made .. 
C~nsistent with this company i s inclination to 
give the suggester every advantage is the factthat the el-
igibility for this prize has been widened since its incep-
tion . Originally , it was merely a "New Product Award" ~ but 
management regarded this as.being too restricting , ani so 
the eligibility was extended to include any idea which 
built business . Possibly it is this general attitude that 
has helped to keep the suggestion system going for nearly 
forty years . 
Because the volume of suggestion received is 
quite low , this company does not have a very acute problem 
as far as clerical work is concerned·,. Nevertheless ~ their 
experiences with and solution of one phase of this problem 
are of some value . For many years the suggestion depart• 
ment maintained a classified fil-e ~of .-all suggestions 
1 2 ~ 
received. It was thought that occasionally there might be 
a change of conditions which would render the suggestion 
applicable 1 in which case either the department or t he aug-
gaster might wish to locate and reactivate the proposal. 
However , it was extremely rare that the suggester 
ever wanted his proposal reconsidered. However , when old 
suggestions were wanted , it was next to impossible to find 
them; no two clerks ever classified an idea in the same way . 
All the while suggestions were taking up more and mora 
valuable space. Finally, the suggestion manager decided 
that there was not enough use for rejected suggestions to 
justify all the trouble . 
Now suggestions are filed according to the date 
when they were received . Shortly before the end of a year, 
each rejected suggestion is returned to the suggester . 
With it goes a note reminding him that '.p.e may resubmit it ., 
if lw wants it to be eligible for award in case there is a 
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change of conditions . Very few suggesters bother to submit 
an idea. twice . This change of procedure has greatly reduced 
the work of the suggestion department and, it is claimed, has 
had no ill affect . 
The company's own ex~lana~ion of its employee 
suggestion system may be fou~d in Appendix C·3 . 
Company L~ A_Manufacturer of Machine Components 
The case of Com:pany L is of particular interest 
because this organization has what appears to be an excel• 
lent suggestion system but has allowed it to become inactive~ 
The awar ds are quite . generous ~ being twenty-five percent 
of the savings; due consideration is given to the feelings 
of the suggester ; and action on proposals is quite prompt~ 
The program should produce results~ but nevertheless, it 
has been allowed to lapse. 
It should be pointed out that, although there is 
a division of opinion on the sub j ect , employee suggestion 
systems generally pay their own way. In fact this was the 
case with all of the other ten suggestion systems in this 
study. Concerning this point, the personnel manager of 
this company state d that he had "no over-all figures" that 
would indicate exactly what concrete results the program 
had produced. 
In contrast to the present inactivity1 it was 
stated that at one time the company received between "fifty 
and one hundredtt suggestions per month ; with a working force 
of nearly the same size as at the present~ this meant that 
the annual rate of participation was almost six hundred 
fifty suggestions per thousand employees, - ·&1 very respec-
table figure. At that time the rate of adoption was "fifty 
126 
to seventy•fi ve percenttt. 'rb.e- comp-any offered the explana• 
tion that it was "pushing 11 the idea then. 
One begins to wonder what has since happened to 
the program, and a few additional facts about its history 
only add to the puzzle. This company initiated its sug-
gestion plan during the twenties and for a long time paid 
awards equal to ten percent of the savings. A few years 
ago , after the peak of participation had been pa~sed, this 
figure was increased to twenty•five percent. 
Despite the inactivity, the personnel manager 
stated that the company has the organization for making 
the most of the suggestion system, if it so chooses. The 
question arises as to why the company is not currently 
"pushing tt the program. One may surmise that the root of 
the condition lies not in the fact'that the company is not 
promoting the plan, but rather in the fact that the employ• 
eas "just aren't buying"., for reasons exogenous to the 
program. 
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Company Me A Textile Mill 
Company M was one of the few companies interviewed 
that had any well defined reasons for not having an employee 
suggestion system. 
By way of background 1 this company is quite well 
established, its origin going back to the turn of the 
century; its expansion from the status of a local manufac• 
turer to that of a national organization with plants in 
several other states has been largely the result of the 
efforts and personality of its founder who still heads the 
corporation. It is interesting to note that his name is 
often associated with tbe "scientific managem:mt" movement 
and it would seem that anyone so progressive would at least 
try a suggestion plan. 
A contrast is found in the case of Company J, 
the founder of which also was prominent in "scientific 
management". This organization, however, was one of the 
earliest to encourage and pay for employee suggestions and 
has continuously used the system ever since. So the ques• 
tion logically arises, ''Why the difference ? 11 The chief 
explanation seems to be a matter of philosophy. 
Some of the junior executives of Company,: M have, 
from time to time, actively favored instituting some form 
of employee suggestion system, but top management has been 
ll 
opposed to the ideae The latter argue that one reason for 
the growth and success of tbe company is the personal rela• 
tionship that has existed between the founder and the em• 
ployees,- a sort of nfamily spirit"e Despite the expans:ion, 
the founder feels that he has continued to maintain this 
close personal contact with his people. 
The top executives further contend that, because 
of this "family spirit", the workers naturally share with 
the company any good ideas that may come to them, realizing 
that they will ultimately benefit from all improvements in 
the company's operations and thus in its competitive posi• 
tion. Therefore, any formal employee suggestion system 
is considered unnecessary. In fact they feel that such 
a plan might even tend to reduce the "family spiritn. 
A second point was brought out: ever since 1917 
this company has had a personne 1 departroo nt, which it 
chooses to call "The Employees' Department" inasmuch as 
it is the function of this department to serve the needs 
and wishes of the employeese In addition to providing such 
services as insurance plans, counselling, and recreation, 
this department will also consider employees' complaints 
that do not warrant the regular gr~ey~~ce procedure and 
proposals for miscellaneous services and facilities. Under 
these circumstances~ it is he ld obvious that even a secon-
dary objective of some employee suggestion systems, that of 
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providing a channel of communications, is eliminated. 
The personne l assistant was asked whether any 
employees ever signified a desire for a suggestion program. 
The reply was in the affirmative , but it was claimed that 
this sentiment was encountered only among the newer employ• 
aes, those wi th less than a year with the company. After 
that they became more integrated . In this connection it 
was pointed out that most of the employees were 11 old timers"~ 
thoroughly imbued with the· company spirit . Ten percent of 
the approximately one thousand employees had been with the 
company twenty-five years: or more; this was cited for two 
reasons: 1. to show that the labor turnover is small with 
the resulting small number of new employees; and 2. to 
show that the personal relationship referred to must be 
producing results . 
It seems significant that the employees are union-
ized, which fact would seem to indicate that they were not 
convinced that the personal contact with management guaran• 
teed them everything they wanted. This detail is not cited 
here to imply that a suggestion program might have prevented 
unionization, but rather to raise a question as to whether 
or not top management is over-estimating the extent of its 
personal contact with the rank and file oft he employees. 
- - -
13 0 
In summing up this case, it should be granted 
that the company does not ~ an employee suggestion 
system; it is getting along very handily without one~ 
But that does not prove that it would derive no benefit 
from adopting some such plan. The philosophies of this 
company provide a very sharp contrast with those of 
Company D, already cited. 
- - --
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Company N. A Manufacturer of Footwear 
In common with Company M, Company N bases their 
rejection of employee · suggestion systems largely on the 
high level of personal understanding between management 
and the workers . 
Some points in evidence of this position are 
herewith reported. There are a great many families with 
several relatives - sons, brothers, sisters, cousins -
employed by the company; this Sort of thing is encouraged. 
Employees feel free to go to the personnel director with 
all sorts of personal problems, many of which are not at 
all connected with the busines~; even when this involves 
bailing out an employee's husband or consoling an employee 
whose boy-friend is untrue , the personnel director claims 
that he gives the problem his personal attention. He admits 
that the company is unionized, but points out that in the 
past year only three grievances have been handled through 
the union; all other potential grievances have been handled 
on a personal bas .is. 
This company seemed more definite than Company M 
in its fear that an employee suggestion plan might spoil 
the spirit of trust and confidence that the company had 
fostered. If an employee feels that his suggestion has 
been rejected without adequate investigation or that the 
estimate of savings (and consequently the award) has been 
too low, he may undermine the .good will of other employees 
toward the company. 
This company's personnel manager was also of the 
opinion that suggestion systems may contribute to the 
employee's fear of being exploited. This opinion~ of 
course~is based on the fact that most companies pay the 
suggester only a small fraction of the first year's sav• 
ings effected by his idea. This point can be argued pro 
and con# but the worker's reasoning is understandable and 
must be reckoned with. 
F'inally# this executive# whose opinion is either 
shared or not questioned by the management 1 thinks that in 
view of today 1s high degree of mechanization and transfer 
of skill to machines 1 there are very few significant improve-
ments that the worker can make. The validity of this 
theory is discounted by the experience of other .companies.-
such as Company c. 
This company's attitude may be summed up in this 
way: If the management had been convinced that an employee 
suggestion system would improve morale# they would have 
adopted it 1 just as they have adopted many other personnel 
services for that purpose. On t~ -other hand the fear exism 
that such a plan might harm employee relations and no 
productive benefit would be expected to offset this risk. 
Therefore~ they shun a suggestio~ p~an. 
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VIIe Conclusions and Recommendations 
The experience of a limited number of Massachu-
setts manufacturers is consistent with that of other 
companies throughout the country. As a means of reducing 
costs, employee suggestion systems pay their way; they 
have value also as a means of improving employee morale; 
locally, however, they i ~e not utilized as a means of 
communications. 
The organization of suggestion departments is 
quite uniform both in and out of this state; it consists 
of a suggestion manager, who administers or coordinates the 
program, and a suggestion committee 1 the chief function of 
which is to determine the applicability of suggestions. 
The manager of the plan may be a member either of the 
industrial relations department or of the engineering de-
partment. The first arrangement seems to be the more com• 
mon, but the choice does not appear to have any affect on 
the success of the program. In companies with over a thous-
and employees this may well be a full-time job. The fact 
that the size of the organization does not justify this 
arrangement should not be allowed to obscure the importance 
of the program. 
The members of the committee should be responsible 
executives and should represent all the major departments 
of a corporation so that all sort~ _of suggestions may be 
134 
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-i ntelligently investigated and disposed of. This committee 
does not have to act in convention, although this is the 
mos t common arrangement. In some cases the members conduct 
the inves t igat ion; in other cases they delegate this work# 
while in still others they meet simply to act on the re-
commendations of other investigators. The last is the most 
advi sable arrangement i n that it consumes the smallest 
amount of the executives' time and was the one most often 
f avored l oc ally . 
Another factor that should be considered is el• 
i gibility with regard to what types of ideas and what 
classes of employees shall be eligible. Both of these 
aspects of the question are governed by the "call of duty" 
criter i on. One phase of the problem concerns whether the 
program shall be l i mited t o ideas directly c oncerning the 
product or whether such topics a~ plant safety and i mprove -
ments in facilities and services shall also be eligible ~ 
Inclus i on of these necessitates a separate schedule of 
awards . About the only suggestions that are specifically 
excluded in any of the eleven installations studied are 
those conc.erning maintenance and repairs and those re com-
mending changes in company policy ; even the former were 
eligible if the suggester showed ori ginality . The broader 
interpretation is herein sustained e 
The problem of deciding-~whether any empl oyees 
shall be excluded from the program may be solved by means 
of the schedule of awards : There may be differential 
a1ards 1 whereby the ratio of award to savings diminishes 
at each higher level of management ; awards may be only in 
merit points in connection with a system of employee rating 
for all employees; or the monetary awards may be limited to 
non- supervisory employees while suggestions from foremen 
and above will affect the suggester's rating. Most local 
programs applied the 11 call of duty" principle , but some 
specifically eliminated supervisors. Unless a company is 
large enough to afford an elaborate employee rating scheme, 
application of the above-mentioned criterion all the way 
up t h e l adder seems wisest . 
A fourth possibility is to eliminate the super-
visor and pay him a small bonus based on the sum of the 
awards rece-ved by his subordinates . There is little use 
of, or justification for , such an arrangement . 
The preceding material has not given thorough 
attention to t he problem of how awards shall be determined 
after an idea has been found to be applicable. The two 
most common arrangements are fixed awards arbitrarily made 
at the descretion of' management and variable awards that 
-- -
are a percent of the savings.. Ten out of the eleven !l.oc.al 
companies used both types , the former being paid only for 
suggestions the value of which could not be directly 
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measured w Any company that is- planning to install an 
employee suggestion system would do best to follow this 
policy, and include an employee rating plan only as a 
supplementary feature after t he program is well established . 
The basis that most companies use for determining 
variable awards is still ten percent of the first year's 
savings. Massachusetts industries appear to conform to 
the national practice in this respect . During the survey 
no evidence was found to indicate t hat higher percentages 
guarantee better participation, although it is felt that 
anything below this figure approaches miserliness and would 
probably detract from the participation. 
\Tonen a company has established all these details , 
it still has to decide how suggestions shall be received , -
on standard suggestion blanks , or on any sheet of paper 
that the suggester pleases to use . All possible combina• 
tions of practices on this point were f ound to exist 
locally . S-ome companies required that the standard blanks 
be used ; others supplied them but left their use to the 
option of the employee , while still another company did not 
provide them. This company has had their system only a few 
years , but it has steadily been gaining momentum until now 
it has the second best participation encountered . It also 
maintains a minimum of records and has given very little 
publicity to the program . 
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Therefoi•e, it may be concluded that when there is 
I 
no formal suggestion blank and other impedimenta, the system 
may be slow i n starting but ~ once its presence is recognized, 
may operate better without them. 
The subject of processing suggestions was the one 
that produced the widest variation in practices and opinions ~ 
There are two schools of thought: One holds that the person-
al touch 1 aided by extensive records , is essential to the 
success of a .system; the other , that speea is the element 
that the worker appreciates most e It happened in ·the 
course of this survey that the company with the minimum of 
personal contact and the maximum of speed had the highest 
participation . But in general there was no pattern. An-
other company outside this area is reported to have ob-
tained phenomenal results from a very elaborate system 
with great consideration for the individual suggester. 
Unquestionably, excessive delay in handling 
suggestions would alienate or discourage employees, as 
would also excessive lack of consideration for their feel -
ings. But betwee n these limits it does not appear , from 
the information available, that either of these factors can 
be wholly responsible for the failure or success of an 
employee suggestion system. 
Summarx : There are four measurable factors lnthe organiza-
tion and operation of a sugges~!Qn program: 
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1. Size of award 
2. Method of receiving suggestion 
3. Speed of handling suggestion 
4 . Amount of consideration shown 
for the suggester. 
Undoubtedly the first, third, ·and fourth have some affect 
on the success of a suggestion program, as measured by 
employee participation, but this 'writer contends that with• 
in the limit;s usually found ., these factors do not have the 
profound influence that most writers are prone to believe . 
It is propo sed instead that ., in attempting to 
forecast the success of a suggestion system., another factor 
should be investigated : the general level of employee 
morale . It seems quite reasonable to accept as a hypothesis 
the idea that workers who ttjust don't care" will not rise 
to the ll~e of a suggestion plan, and that employees who 
like their job and are enthusiastic about "their11 company 
will participate in such a program just as they would in 
any other activity the company offers. 
- -
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lphabetical Listing of Companies Surveyed 
Number of 
Name of Company Employees Name of Company 
Number of 
Employees 
alter Baker, Div. 
of Gen 1 1 Foods 
Corp. 
Barbour Stockwell 
Co. 
B B Chemical Co. 
bird & Son, Inc. 
Boston Gear Works 
Boston Woven H0 se 
and Rubber Co. 
A.S.Campbell Co. 
Carter's Ink Co. 
Chelsea Clock Co. 
Converse Rubber Co* 
Dennison Mfg. Co. 
Dewey & Almy · 
Farrington Mfg . Co. 
Fenwal Inc. 
First Nat ' l Stores 
Ford Motor Co .. -
Somerville Plant 
Foxboro Company 
General Motors Corp. 
Gillette Safety 
Razor Co. 
Ginn & Co. 
Haffenreffer & Co. 
Hall-Gregg Co. 
1000 
190 
440 
3000 
1400 
1200 
450 
650 
150 
1200 
900 
600 
1000 
1400 
1300 
1400 
2000 
200 
Kendall Mills 
Lewis-Shepard 
Products, Inc. 
Manning, Maxwell 
& Moore 
New England Confec-
tionery Co .. 
Plimpton Press 
Polaroid Corp. 
H .. K.Porter,Inc. 
Raytheon Manuf~c-
turing Co. 
Regal Shoe Co. 
Riverside Press 
Sanborn Co. 
Telechron,Inc. ( a 
Dpt. of Gen 1 1 Elec .Co.) 
Judson L.Thompson 
Towle Silversmiths 
Tubular Rivet & Stud Co. 
United-Carr Fastener 
Corp. 
Waltham Watch Co. 
James O.Welch Co. 
Whitin Machine Works 
200 
1500 
600 
550 
300 
2000 
1000 
750 
350 
500 
500 
1000 
5000 
2800 
300 
4000 
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FILE# SUGGESTION ROUTE SHEET I SERIAL NO. 
SUBJECT 
REc·D I ACKNOWLEDGED I ANS. I COMMENT 
SENT TO I TO I FROM FOLLOWUP 8o NOTE (I) (2) 
-7' . 
$UGGESTION SYSTEM L 
AWARD RECCI<IMENDATION 
- I 
I BE APPRECIATED: 
iGGESTION NO.: 
sy~snrn: ________________ _ 
AM~: ______________ __ 
APPROVED: ______________ __ 
PAY ROU. NO.: ______ _ 
COMMENTS: 
I INVESTIGATOR I I I REMARKS 
ACCEPTED ---
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Appendix c-2 
"The Suggestion System", Company J 
THE SUGGESTION SYSTEM 
w cated in convenient spots throughout the factory are sug-
gestion boxes containing suggestion blallics and envelopes for your use 
in presenting your ideas for improv-ements in machinery, methods : pre-
vention of accidents, red.uction of waste, new merchandise, or any 
thoughts which may result in a saving of time or eJqJense, increased 
sales, or improved quality. 
HOW SUGGESTIONS ARE RECORDED 
Your suggestion i s for'\'rard.ed to the Suggestion DeparGment 
through the factory mail system or through your Employee Committee 
Representat ive j if you prefer. In the Sugges tion Department each nail 
delivery is opened. and the suggestions stamped with the date and time 
of receipt. In case of duplicate suggestions, the one 1~ceived earliest 
will be entitled to the award. . Each and every suggestion goes through 
the same procedure. The suggest ion you offer is typed on a suggestion 
fo:rm, '\vith carbon copies being made: one i s your ack:no-vrledgment of the 
r eceipt of your suggestion and is mailed to you; the other is filed -vrith 
t he original suggestion as written by you , and. always re:rrains in the 
Suggestion Department. Als o , an individual record card. is kept in the 
Suggestion Department and every suggestion you make is entered. on your 
card , as is the decision md.e by the Suggestion Committee on each. The 
ty-ped copy of the suggest ion is identified only by a number: your name 
is not disclosed. 
-2-
HOW SUGGESI'IONS Am INVESTIGATED 
The suggestion is fo:r~-ramed to the Manager of the Division 
concerned and he refers it to the Department Head and Foreman close 
to the work to vlhich the suggestion relates. In a fevT cases it may 
be necessary to discuss the suggestion with the person who made it 
in order to get a clearer id.ea of just what the suggester wants done, 
or how he proposes to accomplish his object. The Suggestion De:p:~.rt­
ment may be requested to obtain the sue;gester 's permission to reveal 
his name: only if the suggester agrees is his name given. After 
investigation, the opinions of the Foreman and. De:p:~.rtment Head. are 
written on the suggestion, and. when these facts have been gathered., 
the suggestion goes back to t he Division .M9.nager fo r his decision. 
In many instances it is advisable first to refer the suggestion to 
t he Mechanical or Resear ch Division for technical data on the pxac-
ticaltty of the suggestion, which the personnel of these divisions 
are able to provide; or for estimates on savings and. installation costs. 
The suggestion, with the additional information , is retur ned to the 
Division l>nnager who requested further investigation. In dec iding 
whether to recommend acceptance or rejection of t he suggest ion, and 
what a'·ram should be macte, the Division Manager has before him the 
comments of the Foreman, Departmen t Head , other Divisions , and an estimate 
of savings and cost of insta llation. Often an actv.al trial must be mad.e of 
the suggestion in ord.er to obtain figures to show the value of the sug-
gestion. 
( l/ 
I 
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BASIS OF AWARDS 
An av1ard. is ma.d.e fo r an eligible accepted suggest ion , and 
this prize is based on a percentage of the first year's net saving. In 
.. 
making his recommendation , the Division };hnager is guided by this general 
rule - although in some cases he may feel that the suggestion has value 
over and. above the actual net saving and. thus is worthy of special con-
sideration. The suggestion is then returned to the Suggestion Department 
to be included in the agenda for the next .Suggestion Committee meeting. 
All the information on every suggestion is arranged in sequence and typed 
and a copy is given each nember of the Suggestion Committee several days 
in advance of the Suggestion Committee meeting so he may have an oppor-
tunity to study each suggestion and form an opinion or note any ques-
tionable points he would. like to . discuss~ 
TEE SUGGESTION COMMITTEE 
Once each month the Suggestion Committee meets. For the 
past eight years the Committee members have been J. A. Garvey - Works 
Manager; G. R. Alden - Resear ch Division Manager; L. C. Leach - Mechanical 
Division .Manager. The combined qualifications, knowledge and experience 
of these members puts the Suggestion Committee in a position to judge the 
~
information presented. A member of the Employee Committee sits in at 
each meeting , but does not vote on what action is to be taken on the aug-
gestion. He is entit led and. expected to make comments, offer infor-.aation 
he may possess, and to bring before the Suggestion Committee your view-
point. A member of Management , a Foreman or Department Head, also is 
present at each meeting as an observer to gain lcnowledge of just how 
I . 
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suggestions are handled and so, when investigating suggestions i n his 
own d.epartments he may ~cealize what information is most helpful to 
the Suggestion Committee. He does not have a vote on the d.isposal of 
the suggestions, but has the same privilege as the Employee Representative 
of contributing to the discussion. The Suggestion investigator , 
Mr. G. L. Mahoney: attends the meetings, along with the secretary, 
Miss Bennett. 
ROW SUGGESI'ION COMMn'TEE OPERATES 
,---
In acting on suggestions, the Suggestion Committ~:ies to 
maintain a balance among the Divisions; making sure that one Division 
doesn't treat suggestions less generously than others , or vice versa; 
that every Division is conscientious in investigation .of suggestions, 
etc. If, as in the major ity of cases , there is no concrete basis for 
disagreement : the re?ommendation o:t; the Division Manager is follow·ed. 
However, i f it is felt there are ground.s for questioning the Division' s 
decision, or for requesting the investigation be carried further, the 
Suggestion Committee' s comments are fO:t'\varded to the Divis ion .Manager 
t o supply additional facts. The suggestion, with the answers to the 
questions of theSuggestion Committee : is returned t o the Suggestion 
Department to be brought up at the next Suggest ion Committee meeting. 
The Suggestion Department tries to assure prompt handling of sugges-
tiona, but sometimes a considerable period of t~e elapses before the 
investigation can be completed with the information necessar y to a fair 
judgment of the suggestion. 
150 
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CHECK-UP ON SUGGESTIONS 
A check-up is made semi-annually of approved suggestions: 
those approved in the first six months of the previous year are 
checked in Janua:ry; those approved in the last six months of the pre-
vious year are checked in July. If records prove the suggest ion to 
be of greater value than originally estimated, it is automatically 
reconsidered f'or additional awaxd based#(; the actual saving. Any 
suggester who feels dissatisfied with the decision of the Suggestion 
Committee may state his reasons and request his suggestion be recon-
sidered. 
FINAL ACTION 
After the Suggestion Committee meeting, a record is made 
of the action taken on each suggestion. The Suggestion Investigator 
notifies each suggester of the d.ecision and the reasons for it. After 
distribution of the checks notices are · sent to Division Managers of 
suggestions approved in their Divisions, so orders may be placed to 
have the provisions of the suggestions carried ~ut and so ent:ry may 
be made on the suggesters' pe rsonnel cards. The final step is the 
posting of the bulletin board notices shovring the names of suggesters, 
awards received, and the titles of approved suggestions. 
Our Suggestion Plan was started in 190la:nd is one of the 
oldest in the country. Over the past five years the average number 
of suggestions sent in has been 762 and of these 39% have been 
accepted. Total a'\vards for that period have amounted to $8458.00. 
That the plan is still going strong after 48 years vrould seem to in-
dicate that it fulfills a very real function in our Company. 
J 51 
SUGGESTION BLANK 
All suggestions accepted become the property of the Dennison Manufacturing Com-
pany Decision of the Suggestion Committee is final. 
Date 
I submit the following suggestion, subject to the rules of the Suggestion System. 
Signed 
Dept. 
Please put sketches on separate sheet. 
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AND AWARDS 
1. Suggestions must show originality or ingenuity to be considered for award, 
although unusual adaptations of methods or equipment in use may be considered 
for award, if of sumcient value. 
2. Original ideas, although not obtained by exact method suggested, but resulting 
from investigation or development of a suggestion, will be considered for awards. 
3. If it is found that there was a previous suggestion covering the same idea, the 
last suggestor will be notified that his suggestion is not an original suggestion and 
has been anticipated. The original suggestion will be reconsidered according to the 
rules governing suggestions and if approved the original suggestor will be awarded. 
4. Suggestions showing originality, although not accepted when made, may be 
later considered for award if made use of because of their originality but not because 
of an obvious change in conditions. 
5. opginal suggestions, made orally, will be considered for an award only when 
submitted in writing to the Suggestion Committee within a period of ninety days of the 
time the original idea was discusaed with a member of the Management. 
6. Suggestions conce,rning the activities of the Employees Committee, Men's 
Mutual Relief Asaociation, Women's Mutual Relief Association, D. M. C. Credit 
Union, Dennison Associates, etc., are not eligible for award and suggestors should refer 
such mattera directly to the organization involved. 
7. Suggestions concerning building maintenance, lights, docks and convenience 
and welf11ore of employees are not eligible unless originality is shown and the suggestion 
is of sufficient value to merit an award. The suggestor should take up such matters 
with his foreman or with the person responsible. 
8. An employee of the Research or Engineering Divisions (except those engaged 
in elerical or maintenance activities or blueprint work) is not eligible, generally, for 
suggestion awards. 
9. An operator selected because of his special ability to assist in the development 
of experimental machines, or development work, will not be eligible for a suggestion 
award but will be paid a bonus of $2.00 per week while on this work. Suggestions on 
experimental machinery, methods or processes not turned over to the department, or 
which are still in development stage, will receive an award only if new principles or 
improvements are proposed which would not be a natural development. 
10. Suggestions concerning safety, if accepted, will receive an award of $2.00 
unless a very high degree of originality is shown when the award may be increased 
at the discretion of the Suggestion Committee. 
11. Suggestions for new merchandise, new uses for present merchandise, are 
solicited and are eligible for awards. 
Appendix C-3 
"Suggestion Plan11 with Forms 
Company K 
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_§U9G.$STION PLAN 
1. THE SUGGESTION PLAN (Form No.1) is posted on all bulle• 
tin boards~ and gives complete information about the 
type of suggestion desired and the classes of awards. 
2. SUGGESTION BOXES are located at various points throughout 
the plants, generally near the time clocks. These carry 
a place for suggestion blanks, a poster showing the line-
up of the plan,a space for news bulletins concerning sug-
gestions, and a pla-ce to deposit the suggestions. 
3.SUGGESTION BLANKS· (Form tio.2) are found at the Suggestion 
Boxes; on these the employees write their· suggestions and 
daposi t them in the place provided at the boxes. The·se 
are collected periodically (usually one a week) and sent 
to the Secretary who sends the employee· an 
4. ACKNOWLEDGMENT (FormNo.3) of each suggestion, and after 
making a record of each suggestion, passes the original 
on to the Investigator. The superintendent or his dep-
uty makes a thorough study of the suggestion, talks with 
the suggestor, and his foreman, and then returns the sug-
gestion to the Secretary with his comments and recommenda• 
tions written thereon. It is then placed on file until 
the day of the 
5. SUGGESTION COMMITTEE MEETING, which comes on the first 
Wednesday of each month. This committee is -composed of 
Executives who are chosen by the management. The Chair• 
man is the Director of Personnel; other members include 
the Experimental Engineer, the Superintendents of the 
various plants, and the Office Manager. At the meeting 
each superintendent reads the suggestions affecting his 
division, and after discussion, a decision is reached -
the suggestion is either accepted, turned down or held 
for further investigation. 
After the meeting, the minutes are written by the Secre• 
tary, showing the list in all three classes; the accepted 
suggestions are submitted to the 
6. EXECUTIVE COMMITTEE for final approval. This committee 
consists of the Chairman of the Board, the President, the 
Treasurer .-and five members of the Board. After approving 
these suggestions, the Executive Committee returns the 
suggestions to the Secretary. 
Each suggestor is notified of ·the disposition made of his 
suggestion after each meeting. 
SUGGE_3T_IDN PLAN I (con 't.} 
7. NOTES OF ACCEPTANCE (Form No.4) are sent out as soon as 
possible by the secretary~ accompanied by checks for the 
awards. 
a. TURNED DOWN NOTICES (Form No.5) are· sent out to those 
whose suggestions could not be accepted. including -a 
. ,full axplanation of why they could not be· accepted. 
9. HELD OVER NOTICES (Form No.6) are sent out. notifying 
those whose suggestions are held over another month for 
further investigation. 
10. PUT INTO EFFECT NOTICES (Form No.7 and 8} are sent to 
each Superintendent in order that he may notify the 
Secretary when the suggestion has been carried out. 
This taformation is noted on the Secretary's monthly re• 
port of the meetings. The suggestions themselves (both 
accepted and turned down) are filed alphabetically ac• 
cording to the name of the suggestor. 
At the end of each year~ each man's suggestions for that 
period are listed on a .sheet showing his complete sug-
gestion record. All records are kept in the Personnel 
Department where they may be referred to by any author-
ized member of the organization. 
Form 
SUGGESTION PLAN 
fl) t:.ill 
No •• 
=v; 
1ggestion Plan is established for the benefit of all who work here, to help improve our operations so that , inc., may continue 
essful , progressive business and a good place in which to work. Ideas are the rife blood of our business. 
;gestions are passed on by a Suggestion Committee which has full authority to accept or reject suggestions on merit. Suggestions recom-
acceptance are then passed on by the Executive Committee. Every suggestion has individual consideration and the decision of the Com-
bject to review at any time if the suggestor requests it . 
.I rules have been drawn up to guide you in submitting suggestions which will be successful in winning awards and to guide the Committee 
:he awards fairly and squarely. These are printed below for your convenience, together with the schedule of awards. These rules are not 
limit or hamper you- they are simply the "Rules of the Game," necessary to proper operation. 
AWARDS 
1s of intangible value which cannot be measured in dollars and cents ... : . . ... .. . . . . . . ....... . . . ....... . .... . ... . $ 5.00 
$10.00 
$25.00 
1s which result in a reduction in cost of manufacture . . .. .................. ... ............... . .... ...... ..... . .. . 
1s which result in improvement of product .. . .. . . . . .... . . .... .. .. . .... .. . ... ......... . .... .. ... .. . . . ... . .. . .. ... . 
rggestions saving over $100 annually shall be eligible for Special Suggestion Awards. In making these awards the 
st year's savings shall be considered a guide. In general, the amount of the award will depend on the value of 
e suggestion and the amount of ingenuity involved. Larger awards will be paid when a suggestion can be applied at 
ore than one point, thereby increasing its value to the company. _ 
rs on which patent is obtained and assigned to Bird & Son, inc . . . . .. . ... . . . .. . ... .. . . .... . .. . . . . . . . . . . .... .... . . 
award each time an employee has five suggestions accepted, i.e. fifth, tenth, fifteenth, etc •......... . .. ........ . . 
$100.00 
$10.00 
BUSINESS BUILDER PRIZE 
Award when accepted ..... . . .. ............. . . . . ... ............ ..... . . . . ..... .. . $100.00 
900.00 Additional award when earned ................. . ...... . .... . ... ... . .. . ..... .. . . 
Total ........ . ..... . . . .. . .............. . .. ..... . .. . ...... ......... . ......... . . . $1000.00 
vorking for Bird & Son is eligible for the Business Builder Suggestion Prize. The award may be paid for any acceptable 
increases Company sales sufficiently to create new and acceptable business for Bird & Son. 
be for strictly new products, new designs of present products, or for any change in products directly responsible for bring-
1d profi table business to the Company. Suggestions regarding colors and blends in Roofing Products and patterns in Floor 
'roducts are not eligible for this prize. 
\.WARDS 
st suggestion each year. . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . $200.00 
:ond best suggestion each year . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . . $100.00 
,ird best suggestion each year... . .... .. ...... . . ...... .. . . . .. . .. .. ... .. ............ ... ... .. . .. .. . . . .... . $ 50.00 
1llal awards shall be made by the_ President in the presence of the Executive or Administrative Committee. 
These Directions Will Help You to Make Prize Winning Suggestions 
LY submit any number of suggestions at any time. Put each 
parate suggestion blank, giving as complete an explanation 
Use drawings and sketches to illustrate your point. Each 
be thought out by you and submitted in your own name. 
1r own protection , each suggestion should be submitted in 
•on as possible after the idea occurs to you. To be eligible 
Ltion for awards, suggestions must be submitted in writing 
n thirty days from the date that the idea is put into opera-
trongly recommend that all suggestions be written out 
for your own protection , thus establishing the identity of 
r beyond a doubt. 
e suggestion in a suggestion box or mail it to the Secretary 
stion Committee. Within a short time you should receive 
:hat your suggestion has been received and that it will be 
:he next mee t ing of the Suggestion Committee. The action 
: reported back to you as quickly as possible. 
;s Builder Suggestions may be entered by any member of 
:nc., organization. Awards will be made on other types of 
suggestions to all workers except heads of departments, 
stant foremen , employees on development work and mem-
uggest ion and Execu tive Committees. Suggestions are wei-
all departments, offices, sales and manufacturing. 
Suggestions on routine matters such as the following will generally 
not be eligible for awards: repairs; lights; drinking fountains; clean-
ing; standard tools; signs; waste containers; moving emergency boxes, 
fire extinguishers and similar equipment; canteens and smoking areas; 
covering pipes, hot or cold; marking of floors; fans and blowers; and 
items of a similar general nature. However, if you think you have an 
idea on such a subject which is unusual , put it in anyway. It might 
prove acceptable. 
Suggestions will not be accepted on new machines or new equipment 
until three months after production has started, unless a shorter time is 
posted on the department bulletin board. This gives our engineers a 
reasonable time to experiment on the new equipment and get it running 
properly. However, if we run into difficulties, the management may 
'post a notice, before three months have elapsed, asking for suggestions 
to help solve the problem. 
Once a suggestion is turned down, it may not be considered again 
unless the idea is adopted by the management within one year. This 
keeps a ll suggestions current and gives the award to the fellow who is on 
his toes. By a ll means, if -your idea has been t urned down and you slill 
think it of value, enter a new suggestion before the year is up. This will 
bring the idea up again and will keep it active for the ensuing year. 
SUGGESTION COMMITTEE 
s, Chairman 
t, Secretary 
lerson, Chairman 
.hlgren, Secretary 
J. J. Burke Joseph Erker H. N. Mann B. P. Soward 
A. D. Colburn P. I. Knight F. A. Massey J. G. Trontell 
MEETINGS: Last Wednesday of Each Month 
EXECUTIVE COMMITTEE 
Philip R. Allen 
tik_, S.ld 
Perkins Bass 
E. Barton Chapin 
R. L. Tupper 
R. M. Wight 
W. R. Wright 
John R. Macomber 
William R. McNeil 
1't i 3 £ TJ Co 
I 5 
Form No. 2 
6070 6 49 3M R 0 1144 
SUGGESTION 
Date------------
~ect------------------------------------------------------
lme of Suggestor ----------------..,...-----------.,-------------------,--- Dept. and No.--------------
)UGGEST: 
... 
DO NOT WRITE IN THIS SPACE 
;nowledged Sug~estor Notified 
erred to Supt. Notified 
tsidered Card 
;>osition 
onsidered 
..:..=.::..:..::..::..:_::..::_ ________________________________ ------------------------------
11 Disposition 
• 
SUGGESTION PLAN 
• Our Suggestion Plan is established for the benefit of all who work here, to help improve our operations so that , inc., may continue to be a successful, progressive business and a good place in which to work. Ideas are the life blood or our business. 
. All suggestions are passed on by a Suggestion Committee which has full authority to accept or reject suggestions on merit . Suggestions recom· 
mended for acceptan~e are then passed on by the Executive Committee. Every suggestion has individual con sideration and the decision of the Com· 
· mittee is subject to review .at any time if the suggestor requests it. 
General rules have been drawn up to guide you in submitting suggestions which will be successful in winning awat"ds and to guide the Com mittee 
in making the awards fairly and squarely. These are printed below for your conven ience, together with the schedule of awards. Theae rules are not 
intended lO limit or hamper you- they are simply the ''Rules of the Game,'' necessary to proper operation. 
AWARDS 
Suggestions of lntl!nllible value which cannot be meaaured in dollars and cents . 
Suggestions which result in a reduction in cost of manufacture . . 
s 5.00 
$10.00 
$25.00 Su&gestlons which result in improvement of product . 
Sujlll,estlons saving over $100 annually shall be eligible for Special Suggestion Awards. In making these awards the 
first year's savin~ts shall be considered a guide. In general, the amount of the award will depend on the \'a1ue of 
the euggestion and the amount of ingenuity involved. Lar~er awards will be paid when a suggestion can be applied at 
more than one point, thereby increas ing its value to the cofl}pany. 
Sugaestione on " 'hich patent is obtained and assigned to Bird & Son, inc. . . . . . . . . . . . . . $100.00 
$10.00 Additional award each time an employee ha.s five suggestions accepted, I.e. fifth, tenth, fifteenth, etc . . 
BUSINESS BUILDER PRIZE 
Award when accepted 
Additional award when earned. 
Total 
$100.00 
980.00 
$1000.00 
Everyone working for Bird & Son is e lig ible fo r t h e Business Builder Suggestion Prize. The aw~•rd may be paid for any acceptable 
idea which increases Company sales s ufficiently to create new and acceptable business for Bird & Son. 
Ideas may be for strictly nf'w products, new desi~ns of present products, or for any change in products directly respon si ble for bring-
ing new and pro6tabl c busin ess to rhe Company. S ugges tions regarding colors and blends in noo6n~ Products ·and patterns in Floor 
Covering Products ~ue not t=ligible Cor this prize. 
ANNUAL AWARDS 
Best suggestion each year .. 
Second best suggestion each year . 
Third best suggestion each year . . 
$200.00 
$100.10 
s 50.00 
All annual awards shall be made by .the President in the presence of the Executive or Administrative Committee. 
These Directions Will Help You to Make Prize Winning Suggestions 
You may submit any number of suggest ions at any time. Put each 
·idea on a separate suggestion blank, ~iving as comple{e a n explanation 
as possible. Use drawings and sketches to illust rate your point. Each 
idea should be thought out by you a nd submitttd in your own name. 
For your own protection, each suggestion should be subm itted in 
writing as soon as possible after the idea occurs to you. To be eligible 
for consideration for awards, suggestions must be subm itt ed in ~·riting 
not la ter than thirty days from the date that the idea is put into opera~ 
· tion. 'We strongly recommend t hat all suggest ions be written out 
immediately for your ow n protection , thus establishing the identit y of 
the suggest or beyond a doubt. 
Place the suggestion in a suggestion box or mail it to the Secreta.ry 
of the Suggest ion Committee. \Vit hin a short time you .should receive 
notification that your suggestion has been received and that it will be 
taken up at the next meeting of t he Suggestion Committee. The action 
taken will be reported back to you as quickly as possible. 
Business Builder Suagestlons may be entered by a ny member of 
·Bird & Son, inc., organization . Awards will be made on other types of 
acceptable sug~estions to a ll workers except heads of depa rt ments, 
, foremen, assistant foremen, employees on development work and mcm~ 
'bers of the Suggestion and E,.ecutive Committees. Suggestions arc wet~ 
corned from all departments, offices, sales and manufacturing. 
Suggestions on routine matters such as the following will generally 
nOt be eligible for awards: repairs; lights; drinking fountains; clean· 
ing; standard tools; signs; waste containers; moving emergency boxes, 
fire extinguishers and similar equipment; canteens a nd smoking areas; 
covering pipes, hot or cold; marking of floors; fans and blowers; and 
items of a similar general nature. However, if you think you have an 
idea on such a subject which is unusual, put it in anyway. It might 
prove acceptable. 
Suggest ions will not be accepted on Oew machines or new equipment 
unt il three months after production has started, unless a shorter time is 
posted on the depa rtment bulletin board. This gives our engineen a 
reasonable time to experiment on the new equipment a nd get it running 
properly. However, if we run into difficulties, the management may 
post a noti<.::e, before three months have elapsed, asking for suggestions 
to help solve the problem. 
Once a suggesti9n Is turned down, it may not be considered again 
unless I he idea is adopted by the management within one year. This 
kl>eps all suggestions current and gives the award to the fellow who is on 
his toes. By a ll means, if your idea has been turned down and you still 
think it ·of value, ent i r a new suggestion bc!ore the year is up. This will 
bring the idea up again and wi ll keep it active for the ensuing year. 
SUGGESTION COMMITTEE 
B. D. Ro&era, Chairman 
E. M. Grout, S~crrrary 
Asel H. Ander.on, Chairm.an 
Wesley C. Ahi~~Ten, Sccr<lory 
7·1-48 
J . J. Burke 
A. D. Colburn 
Joseph Erker 
P. I. Kni~ht 
H.N. Mann 
F. A. Massey 
B. P. Soward 
J . G. Tronrell 
MEETINGS: Last Wednesday of Each Month 
EXECUTIVE COMMITTEE 
PhilipR. Allen Perkins Bass 
E. Barton Chapin 
R. L. Tupper 
R. M. \\'illht 
W. R. Wrill,ht 
John R. Macomber 
William R. McNeil 
Bird & Son, Inc. 
Form No . 3 
M EMOR A ND UM 
\ Suggestion 
In !reply To Dat e F r om Committee T o ______________________ ~ 
Subject S UGGESTION 
We acknowle dge receip t of your suggestion on the ab ove subject 
Thi s will be t a ken u p a t the next m eet ing of the Su ggestion 
Committee a nd y ou will be notifi ed of the decision re a ched. 
SUGGESTION ·c oMMITTEE 
E M Grout , Secre t a r y 
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EXECUTIV E COM MITTEE 
A xel HAnderson ,Cha ;rm an 
Philip /2. Allen 
Perkins Bass 
Charles S Bird 
E Barton Chapin 
J ohn R . !vfacomher 
Wllliam R. Me N ei l 
Wesley C.Ahljren, Secretary 
.r'orm No . 4 
&;,1/,.j;/ , /7/J5 
!?ldvrd r_,C ~?l/, /1/rtC. 
cfcutYt;;~o~.A·;vM.,r/lt.:/d 
You have been awarded a pri.z__e 
of {n the 
Bird and Son, inc., Sug~estion Contest 
for your sugsestion on The above su~ect 
Secretary, Executive Committee 
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SUGGESTION COMMITTEE 
B. D. Rogers, Chairman 
E. M. Grout. Secre tary 
J. J. Burke F. A. Massey 
A. D. Colburn B. P. Soward 
J oseph Erke r, Jr . J. G. Trontell 
R. C. Holma n R. L. Tupper 
P . I. Knight R. M. Wight 
W. R. Wrir ht 
BIRD & SON, me. 
Sugge3tion Committee 
EAST WALPOLE, MASS. 
f orm No . 5 
AWARD COMMITTEE 
Axel H. Anderson, Cha irman 
Wesley C. Ahlgren, Secreta ry 
Phili p R. Allen Cha rles S. Bird 
Pe rki ns Bass E. Ba rton Chapin 
Willia m R. Mc Ne il J ohn R. Macomber 
The SUGGESTION COMMITTEE has carefully considered your suggestion on this 
subject but finds that it cannot be accepted because 
If you have any question in regard to this, t alk it over with your superintendent 
or foreman We appreciate your suggestion and , while it was not accepted, we 
hope you will continue to send in ideas, for improvements which will be of value 
to Bird & Son, to you and to your fellow-workers New ideas are the life blood 
of any business Bird & Son's future growth depends upon a steady flow of 
practical ideas for do ing our jobs better 
Secretary, Suggestion Committee 
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MEMORANDUM 
Suggesticn 
eply fo, ______ _ Date From. Cc111Mttee To ________ _ 
Your suegestion an the above subject was considered at the last meeting 
of the Suegestian Camnittee, but no decision was reached as investigation 
has not yet been completed. This will cant:lnue to come up at each suc-
ceed:lng meeting of the Committee until a decision is made, at which time 
you will ~ceive notification of the result. 
SUCGESTIC!l COMMI'l"l'EE 
E. M. Grout, Sec~tary 
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MEMORANDUM 
suggestion 
eply to Date From Committee To ____________________ __ 
!iect SUGGESTION: 
The above suggestio~ vas accepted recently. Pl~ase return 
this memorandum to the vriter givi~ the date put ~to eff~cto 
SUGCE3TION COMMITTEE 
E, f<l Grout, Sucl~etal'y 
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suggestion 
... orm No. 8 
eply to Date From Committee To _________ _ 
SUGGESTION: 
The above sugges tion vas turned down recently , but is to be put 
into effect. Please return this memorandum to the writer giving 
the dat e put into effect. 
SUGGESTION COMMITTEE 
E. M. Grout, Secretary 
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Appendix C-4 
OF PI~~OG~ESS I 
$100 to $999" 
$1,000 or over 
in awards 
Minimum to $99'' 
EMPLOYEE SUGGESTION PLAN 
159 
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Appendix D 
Sample of Questionnaire 
Used in 
Orig inal Survey. 
161 
Employee Suggestion System 
Questionnaire 
1. Name of Company: 
2. Number of employees: 
3. How long has plan been in effect ? 
4. Organization of Program: 
Objectives and results: (Check '0 
Productive: 
Increased output 
Reduced cost 
In connection with a Time Study program 
n " u 11 Job Simplification program 
Plant Safety 
Morale: 
Stimulate worker interest in his job 
162 
~1ake worker feel that his brainpower in appreci-
ated 
Communications: 
Re. improvements in employee facilities 
For complaints not within the Grievance Pro-
cedure 
General "sounding board" 
Ad ministration of program is under: (Check ~ 
Personnel Manager 
Methods Engineer 
Full-time Suggestion Manager 
Other 
committee 
composition of Committee: (List members) 
Are workers represented on committee ? 
Nature of program: 
Formal or Informal ? 
Intermittent (via "driveS")_ or Continuous ? 
E.s.s. 
Q,nre. 
Company: 
4. Organization, cont'd. 
Literature explaining plan (including publicity). 
Printed (mimeographed, etc.} pamphlet 
Back of suggestion blank 
Via Employees' Handbook 
Other 
I one 
Eligibility: 
Personnel: (Check -v? 
All 
Routine productions workers 
Clerical help 
Supervisors below rank of foreman 
Foremen and above 
Staff specialists 
Salesmen 
Ideas: 
Unlimited 
State limitations and exceptions 
5. Procedure: 
Printed su ggestion blanlc ? 
How distributed: (Check v) 
At suggestion box 
163 
On request: To foreman __ or to Personnel Dept. __ ? 
Other 
How is suggestion turned in ? 
"Suggestion Box" 
How many ? 
Vlhel"'e located ? 
Re asons for location: 
Conspicuous 
Inconspicuous but easily accessible 
Other ? 
How often emptied ? 
Deliver in person to: (Check v) 
Foreman 
Personnel Dept. or Suggestion Manager 
By mail 
E.s.s. 
Qnre. 
company: 
5. Procedure, cont'd. 
Is receipt of suggestion acknowledged ? ___ How promptly ? 
Interim report to suggester ? 
How soon and how often ? 
Are details of delays explained ? 
I f no interim report, why not ? 
Screening process: 
Who passes preliminary judgment ? 
Details of formal investigation: 
Rejections: 
Notification of rejection: (check~) 
Form letter 
Personal letter 
Personal interview 
No notification 
Right of appeal ? 
Details: 
Are rejected ideas filed for future reference vs. 
future applicability ? 
6. Awards: 
How long ? 
An y system ? 
Monetary: 
Pe rcent of estimated savings: 
vVhat percent ? 
Over what period ? 
Fixed sums: 
Vfua. t amounts ? 
How gauged ? 
Points for employee rating: 
Have promotions, etc. resulta d ~ 
Pay increases only ? 
Other: (Check -v) 
164 
E.s.s. 
Qnre. 
Company: 
6. Awards, cont'd: 
Does foreman share award, either via prize or rating, for 
ideas submitted by his subordinates ? 
How often are awards made ? 
Periodically ? 
As often as ideas are accepted ? 
Is there a presentation ceremony ? 
Describe: 
7. Publicity: (Check~) 
Posters: 
Where located: 
Regular bulletin boards 
At suggestion boxes 
Other special suggestion system bulletin boards 
How often changed or left on display ? 
In house organ: 
General 
Awards only 
Other 
8. Miscellaneous: 
Statist i cs: 
Number of ideas submitted: 
Total: 
Per person 
Per year 
Percent of ideas accepted vs. ideas s ubmitted 
Who does (~who can) submit suggestions ? 
Any correlation between: 
No. of suggestions made ) 
No. of suggestions used ) 
Value of suggestions ) 
Other ) 
vs. 
(Age 
(I.Q. 
(Seniority 
(Sex 
(Other 
165 
E.s.s. 
Qnre. 
company: 
8. Ivi iscellaneous 
Statistics, cont 1 d: 
Has company calculated or observed: 
Money saved 
Increased output 
Improved morale 
Other 
In a depression do you think your Employee Suggestion 
System would pay its way ? 
Handling of patentable ideas ? 
comments on company's : 
Average seniority 
Industrial relations 
Union ? 
Incentives~ etc. 
Additional points stressed by respondent: 
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